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ABSTRACT

Although numerous studies have been conducted on work environment, commitment and
performance as separate concepts, there is a lack of evidence regarding the relationships
between these three variables. It is argued that in order to understand the complexity of the
employee-organisation relationship, these three organisational concepts should be

integrated using a multidimensional approach.

This study aims to investigate the nature, direction and significance of the relationships
between work environment, commitment and performance as global concepts, as well as
multifaceted constructs for the first time in the Jordanian and Middle Eastern contexts.
Sixty-nine hypotheses are developed to explore these relationships by surveying 1000
employees from 20 industrial companies in Jordan using a self-administered questionnaire.

The study results revealed that work environment, commitment and performance are
multidimensional constructs comprising thirteen, two, and five facets respectively.
Employees’ perceptions of their work environment were found to be positively and
significantly related to the commitment and performance they show in the workplace, and
that the more positive the perception of work environment, the higher the commitment and
performance, and vice versa. Furthermore, organisational and affective commitment were
found to be positively and significantly related to employees’ performance. However,
continuance commitment was not related. In addition, organisational and affective
commitment showed partial roles in mediating the work environment-performance
relationship, but continuance commitment showed no full or partial role in mediating this

relationship.

The implications of these results for both researchers and managers were also discussed,
as well as a cross-cultural comparison between the findings of this study and some other
settings’ studies results. The study has also provided some recommendations for managing

the above mentioned variables in today’s diverse work teams and environments.
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Chapter One

Introduction



INTRODUCTION

Creating a supportive, positive and healthy work environment that encourages desired
employees’ behaviours, productive employee-supervisor relationships, commitment to the
organisation and high performance is the ultimate goal of organisations and the core of
survival and success in a global business environment. There is a theoretical agreement
among researchers (e.g., Ashforth, 1985 and Meyer and Allen, 1997) that the greater the
congruence between work environment of the employee and the properties of the work
setting itself, the better the consequences in terms of commitment and performance.
Despite this clear theoretical agreement among scholars with respect to the presence of the
mutual influence involving work environment, commitment and performance, few studies
appear to have attempted to explore the nature of these relationships, with specific
emphasis on their levels and variety. Unfortunately, the results of these few studies have
been hampered by the way they have measured and conceptualised\ work environment,
commitment and performance.

More recently, the need for an understanding of the nature of the relationships between
these three constructs has increased, because the work environment is no longer stable,
predictable and homogenous. Organisations are under pressure to cope with the
continuously changing environment, while at the same time aiming at building a committed
and highly performing workforce. Thus, one of the most critical issues of the twenty-first-
century for work organisations is to build employees’ commitment and performance in
diverse and changing work teams and environments. In an attempt at clarifying the nature
of the relationships between these important organisational concepts, this study tries to
explore the role of the work environment in affecting employees’ commitment and

performance in Jordanian industries.

1.1 AIMS OF THE STUDY

This study is conducted in Jordanian industrial firms to reach the following goals:

1) Understanding The role of demographic variables (gender, marital status, education, age,
organisational and job tenures) in influencing employees’ perceptions of work
environment, commitment and performance.

2) Defining the role of work environment and its factors in influencing the performance of

employees in Jordanian industrial firms.



3) Explaining the nature, significance and importance of the relationships between work
environment and its factors on the one hand, and employees’ affective and continuance
commitment toward their organisation on the other.

4) Examining the direction, strength and significance of the relationships between
organisational commitment and its factors on the one hand, and employees’ self rated and
immediate supervisor rated performance on the other.

S) Testing the validity of the new multidimensional approach to commitment in the
Jordanian setting.

6) Examining the similarities and/or differences between the performance ratings obtained
from the employee and his/her immediate supervisor, and understanding the implications of
these similarities and/or differences.

7) Exploring the applicability of some Western concepts, such as organisational justice to
the Jordanian and Middle Eastern context.

8) Providing a clear picture for the interrelationships between study variables, which will
actively contribute to knowledge by clarifying and expanding current ideas in this field,
especially in the Middle East.

9) Filling the existing gaps in the management literature with respect to the study variables,
especially the PWE concept in Jordan and the Arab world as a whole.

10) Providing recommendations and suggestions for managing PWE, commitment, and
performance, based on the study results for the industry sector in Jordan and the Middle

East.

1.2 THE PROBLEM

This study is one of the few attempts that seek an interpretation of the nature, significance

and significance of the relationships between three important variables in the context of

work organisations. In general, the problem selected in this study is inherent in answering
the following four questions:

(1) How do the demographic backgrounds of employees influence the way they perceive
their work environment, organisational commitment and work performance in
Jordanian industries?

(2) What is the role of the work environment in affecting employees’ commitment to their
organisation and the performance they show in the workplace?

(3) Which kind of commitment is more related to high performance?



(4) Why is the relationship between work environment and performance assumed to be
mediated by commitment? And, what is the actual role of commitment in mediating

this relationship in the Jordanian industries?

1.3 BACKGROUND FOR THE STUDY

The major reason behind the weak performance of most Third World organisations is often
assumed to be the mismanagement, rather than any other technical factor (Al-faleh, 1989;
Kanungo and Mendonca, 1994; Muna, 1980). Having the right mix of factors of
production (e.g., labour, capital and land) has long been the classic concern of nations,
organisations and researchers, and remains the main problem of Third World organisations.
Although it is one of the most important factors of production, the management of these
organisations is not capable of integrating the other production factors in a way that results
in high productivity and quality. It is handicapped by the poor methods and tools that it
uses to manage these factors. For example, many Third World organisations use similar
methods to manage the materials, equipment and employees at one time. Unfortunately,
management in the Third World organisations often “... considers people as little more
than biological machines that can be made to work like other machines with the help of fuel
and lubricants” (Sharma, 1987, p. 118). Therefore, most Third World organisations have
failed in managing employees in a way that motivates them to feel valued, respected and
committed to their employers and to work hard to achieve organisational goals. This has
resulted in low levels of organisational productivity and weak competitive advantage in the
international market.

Thus, the main problem of Third World organisations lies in managing people. In this
context, Kanungo and Mendonca (1994) examined work motivation in developing
countries. They argued that many organisations in the Third World have high levels of
capital and technological investments; however, they have failed to increase their
productivity. In their opinion, this is primarily due to a lack of management concern for the
optimum utilisation of human resource potential. Furthermore, Kanungo and Mendonca
argued that these organisations have recruited many managers who admirably play the roles
of bureaucrats and technocrats, but are quite inept in managing the human resource in
organisations.

Nonetheless, the recent process of globalisation has directed the attention of Third World
organisations to the importance of productivity, quality, creativity, and innovation for

gaining global levels of efficiency. Therefore, they have attempted to import management



practices and theories from Western countries, hoping that they will help in enhancing
productivity and improving quality. Since management theory and practices are influenced
by specific societal values, norms, attitudes, beliefs and work and social experience, the
imported western ideas have done little or nothing for Third World organisations. Hofstede
(1993) studied cultural constraints in management theories. It worth looking at the
following quotation, in which he discussed the issue of management transfer to developing
countries:

If one thing has become clear, it is that the export of Western-mostly
American-management practices and theories to poor countries has
contributed little to nothing to their development. There has been no lack of
effort and money spent for this purpose: students from poor countries have
been trained in this country, and teachers and Peace Corps workers have
been sent to the poor countries. If nothing else, the general lack of success
in economic development of other countries should be sufficient argument
to doubt the validity of Western management theories in non-western
environments. ... It has become painfully clear that development cannot be
pressure-cooked; it presumes a cultural infrastructure that fakes time to
grow. Local management is part of this infrastructure; it cannot be
imported in package form. Assuming that with so-called modern
management techniques and theories outsiders can develop a country has
proven a deplorable arrogance. At best, one can hope for a dialogue
between equals with the locals, in which the Western partner acts as the
expert in Western technology and the local partner as the expert in local
culture, habits, and feelings (pp. 86-87).

As far as Jordanian and other Arab organisations are concerned, imported Western
management practices and theories have contributed little to the development of these
organisations, because the local management practice is part of the cultural infrastructure
and therefore cannot be imported in package forms. Al-shammari (1994) suggested that
Arab organisations should “acknowledge their external environment before importing
management and organisational theories from countries with different socio-cultural values,
economic systems and political conditions” (p. 56). Thus, this imported western ideas are
not capable of improving the performance of Third World organisations, where is the way
out from the current depressing situation to a more encouraging future? To overcome
current problems and to build a more encouraging future, Arab and other Third World
countries must avoid importing the theoretical packages and try to adapt the imported
Western ideas, practices and theories of management to their own environment, as well as
creating new ideas based on their own cultural experiences. It may be worth mentioning
that the Japanese rational adaptation of others’ ideas (mostly western) has led to high

performing organisations and increased productivity. Above all, Japan has progressed from



the list of the less-developing countries to the top of the list of the highly industrialised
countries, and has become an uneasy challenger for all industrialised countries.
Furthermore, most developed countries are now trying to learn from Japanese imported and
adapted management methods, following the higher levels of productivity and quality that
have been achieved by Japanese organisations. In this context Schuster (1998) asserted:

Organisations that want their employees to be more productive should pay
more attention to them. Research studies demonstrate conclusively that a
significant relationship exists between employee-centred management and
superior organisational performance. Over the last several years, a great
deal of publicity has also been given to Japanese firms that have used an
employee-centred style of management to achieve levels of quality that
exceed their American competitors. While Japanese deserves a great deal
of credit for demonstrating the potency of high involvement management, it
was actually invented in America (p. 5).

Hence, as an attempt at co-operating in the process of an import and adapt strategy, this
study tries to investigate the role of the work environment in influencing employees’
commitment and performance, the impact of commitment on employees’ performance, and
commitment’s role in linking work environment and performance in Jordanian industrial
firms. The factors of production by themselves are passive factors, even when supported
by the latest production factors, e.g. modern technology, which is not widely used in Jordan
and other Arab countries. The thing that can make these factors valuable and positive is
management. However, if management is not using the right procedures and processes in
managing these factors, all the factors of production, including management, will become
passive. Since management is the problem and management is the solution, this study tries

to provide some guidelines for developing the performance of the management in three key

areas of administration, i.e. work environment, commitment and performance.

1.4 THE IMPORTANCE OF THE STUDY

This study could be useful for academics and practitioners alike. From an academic
perspective, this research would improve academics’ understanding of the relationships
between three important concepts, namely work environment, commitment and
performance. Despite being'uhder scrutiny for more than three decades, the nature,
significance and the strength of these relationships remain unclear, especially after the
recent improvement in management research related to the conceptualisations of
commitment and performance. Both commitment and performance are now widely viewed

as multidimensional constructs. The failure of previous studies in establishing a link



between these two constructs on the one hand, and between these two concepts and other
organisational variables on the other hand is mainly attributed to the unidmensional views
of both commitment and performance which have dominated the management literature for
more than three decades. Moreover, most, if not all, of the previous studies have attempted
to examine the concept of work environment by using some well-known measures of the
1960s and 1970s (e.g., Litwin and Stringer, 1968; Payne and Pheysey, 1971 and Newman,
1977). However, these measures were mainly tailored to examine the work environments
of the 1960s and 1970s, as will be explained later. Accordingly, research in work
environments has made little progress in this era of diverse and continuously changing
work environments.

To the best of the researcher’s knowledge, no previous study has attempted to examine
the relationships between work environment, commitment and performance using the
multidimensional approach to conceptualise both commitment and performance, as well as
using a scale that takes into account recent changes and developmerts in the workplace
environment. Hence, this study tries to provide some answers for the above mentioned
questions (section 1.2), which derive their importance from the variables under scrutiny in
this study.

Firstly, to create a work environment that tells people that they are important and that
employees are encouraged to collaborate is the way to build effective organisations which
are capable of competing in today’s global and fast changing marketplace. Secondly,
employees’ commitment to their organisation is essential for productivity, quality,
creativity, and innovation, which are the major ingredients of survival and success. Lastly,
having good performing employees is the cornerstone to enhancing organisational
development, growth and survival.

On the other hand, the issues of work environment, commitment and performance are not
well addressed in the Arabic context, including Jordan, and little is known about the role of
these variables in influencing work organisations. For example, only one commitment
study (Awamleh, 1996) has been conducted in Jordan, but it has contributed little to the
understanding of this concept, as will be explained later. Moreover, only two studies (Al-
shammari, 1990, 1994) were conducted in the area of work environment, but these have
failed to establish a relationship between work environment and performance, because they
have not use effective scales to measure both constructs, as will be discussed in chapter two
of this study. With respect to the other Arabic countries, a few studies were found on the

organisational commitment in Saudi Arabia and United Arab of Emirates. However, only



one study (Al-Qattan, 1987), for example, has attempted to explore the relationship
between commitment and performance. Unfortunately, Al-Qattan (1987) used
unidimensional scales to measure both commitment and performance. All in all, the
current study will improve the Arab scholars’ understanding, and provide them with up-to-
date information about the influence that work environment might have on employees’
commitment and performance, as well as commitment’s role in affecting employees’
performance. Furthermore, in this era of globalisation there is a need to examine work
environment, commitment, and performance constructs, as well as other organisational
concepts in non-western countries in order to make cross-cultural comparisons.

From a practical perspective, this study will provide managers with some valuable
information to manage work environment, commitment and performance- the factors that
are directly related to the failure or success of any organisation. Firstly, an understanding
of the nature of the relationship between work environment and commitment should
provide managers with valuable information for developing strategies and policies to
inspire and retain committed employees, as well as creating a positive and supportive work
environment that is capable of satisfying the needs of both the organisation and the
employees in an effective way. Secondly, by understanding the nature of the relationship
between commitment and performance, the managers will be able to understand
employees’ behaviour in the workplace, which kind of commitment is likely to be related to
high performance, and how increasing employees’ commitment is likely to be reflected in
employees’ performance. Lastly, understanding the role of commitment in influencing the
perceived work environment-performance relationship should provide managers with
valuable information for developing plans to establish the desired link between these three
important concepts.

Furthermore, this study attempts to provide a solution for one of the most serious
problems that faces work organisations, especially in Third World countries, i.e. employee
theft. For example, “the largest loss to most U.S. businesses results from employee theft”
(Plunkett and Greer, 2000, p. 537). Employees steal time, money, organisational assets and
secrets. Some academics and other specialists have conducted employee surveys in the
United States to study theft in work organisations. As many as 30% of “workers
interviewed admitted stealing from their employers” (Emshwiller, 1992, p. 2). As far as
Jordan and other Arab countries are concerned, the issue of employee theft is one of the
major organisational issues that worry organisations and managers. One of the main

reasons behind the weak performance reported by most Arab organisations in the past years



has been employee theft. The following quotation from the Jordan Times (August 22,
1999, p. 2), provides an example of employee theft in Jordan:

The Amman [capital of Jordan] Criminal Court is to convene next October

to look into an unprecedented fraud case in which 19 defendants have been

indicted by the prosecutor general for embezzling a total of JD 43million

[about £39 million] from Jordan Tobacco Cigarette Company (JTC). ...

The embezzlement was discovered by a special committee appointed by the

government to manage the financially troubled company after the Arab

Bank, the company’s major editor, moved against it for defaulting on JD

5.5 million loan.
Most attempts of organisations at preventing employee theft have not solved the problem.
Suliman (1995) studied employees’ commitment in an Arabic country. He found that the
less committed employees are more likely to steal from their employers. Suliman
suggested that building employees’ commitment is an effective way of dealing with
employee theft, and that managers should devote enough time to communicate with the
employees and understand their values, attitudes and norms in order to understand their
needs. Hence, the suggested security procedures (e.g., cameras and regulations) are not the
solution for preventing employee theft; rather building commitment among organisation
members is more likely to reduce this negative phenomenon, because commitment means
striving for achieving goals, and emphasises self-discipline. In this context, Walton (1987)
argued that organisations should move ‘from control to commitment in the workplace’
because by adopting a strategy based on imposing control they are more likely to lose;
however, by eliciting commitment they are more likely to win. Hence, by building
employees’ commitment, as well as creating and activating a code of ethics, organisations
can bind employees to sustain desired behaviour in the workplace. Thus, managers should
understand what is commitment, how many commitment components there are in the

workplace, how they are affected by the work environment and how they are related to

employee’ performance, in order to develop a highly committed workforce.

1.5 THE LAYOUT OF THE THESIS

The contents of this study are divided into eight chapters:
Chapter two: This chapter reviews the literature on work climate, commitment and
performance, and draws a distinction between these concepts and other overlapping
concepts in the management literature. The relationships between the study variables are

also discussed in this chapter.



Chapter three: The main issues that build the theoretical background of this study will be
discussed in this chapter. More specifically, this chapter discusses the dimensions and
measurements of work environment, commitment and performance and the various
approaches to commitment.

Chapter four: This chapter addresses the political, economical and the socio-cultural
environments in Jordan, as well as highlighting the major indicators and characteristics of
Arabic management.

Chapter five: The research objectives, study sample and population, hypotheses,
operational definitions, variable measurement, statistical analysis and other related
methodological issues will be discussed in this chapter.

Chapter six: The primary data collected through the questionnaire will be presented in this
chapter; however, the major aim of this chapter is to examine the study hypotheses, using
relevant statistical measures.

Chapter seven: This chapter highlights the outcomes of the study, analyses them and
compares them to relevant studies (mostly western) for the purpose of making cross-
cultural comparisons. Moreover, this chapter also discusses the implications of the results
for both managers and researchers.

Chapter eight: This chapter contains three main issues; namely, the summary of the study
chapters, the recommendation of the study, and some guidelines and directions for future

research in the fields of work environment, commitment and performance.

1.6 THE PUBLICATIONS DERIVED FROM THE STUDY

Two pilot studies were conducted in order to test the psychometric properties of the
study instruments, which will be discussed later. The data from these pilot studies have
been utilised to produce some refereed journal articles and conference papers. Starting
from the most recent publication, these publications are:

(1) Organisational Justice and organisational commitment: A multidimensional analysis
(2000), The seventh Annual International Conference on Advances in Management,
Colorado, USA.

(2) An examination of the role work climate plays in influencing employees’ readiness to
innovate: the case of Britain and Jordan, European International Business Academy
(1999), International business and the global services economy, Manchester.

(3) Is continuance commitment beneficial to organisations? Commitment-performance

relationship: A new look (In press), Journal of Managerial Psychology.
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(4) The multi-dimensional nature of organisational commitment in a non-western context
(2000), Journal of Management Development, Volume 19, Number 1, pp. 71-83.

(5) The relationships between organisational climate, organisational commitment, and job
performance in Jordanian industrial firms (1999), The six Annual International
Conference on Advances in Management, Baton Rouge Hilton, Baton Rouge, USA.

(6) The multi-dimensional nature of organisational commitment in a non-western context
(1999), Paper presented at the British Academy of Management, Manchester.

(7) An assessment of Meyer and Allen’s (1991) three components model of organisational
commitment in Jordanian industrial firms: Dimensionality and reliability (1998), Paper
presented at the School Research Forum, Liverpool Business School, Liverpool John
Moores University, Liverpool.

(8) The impact of work environment and organisational commitment on employees’ job
performance in Jordanian industrial firms (1998), Paper presented at the British
Academy of Management, Nottingham.

(9) The relationships between organisational climate, organisational commitment and job
performance of the employees in Jordanian industrial firms (1998), Paper presented at

Organisational Effectiveness Conference, Edge Hill University College, Edge Hill.

1.7 CONCLUDING REMARKS

This introductory chapter commenced by stressing the need of work organisations to
understand the nature of the relationships between the work environment, commitment and
performance in today’s fast changing and unpredictable workplace. It argued that one of
the major issues that faces work organisations in the twenty-first-century is committing
employees to perform effectively in diverse and changing work teams and environments.
The chapter then discussed the background of the study, and suggested that the major factor
that hinders development in Third World organisations is mismanagement. It further
argued that the employee- the most important production factor- is treated as a little more
than a biological machine, which negatively influences his/her readiness to participate,
produce and to exert effort on behalf of the organisation. Thus, despite high levels of
capital and technological investment, Third World organisations continue to report weak
and less competitive performance. Moreover, the chapter also highlighted the weaknesses
of Third World organisations in applying imported management theories and practices. It
suggested that these management theories failed to enhance the performance of Third

World organisations because it was imported in package form. It was argued that
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importing others’ ideas and concepts is not the best way of facilitating development, but
that the ability to adapt these ideas and concepts to one’s own environment is the way to
maintain high performance and productivity. The chapter suggested that the success of
Japanese organisations is mainly due to Japanese success in importing and adapting others’
ideas.

Moreover, the chapter argued that the problem of the study is inherent in investigating
the nature, significance and the importance of the relationships between work environment,
commitment and performance. In addition, it was argued that the importance of the study
stems from the importance of the three main variables that are under scrutiny in this study,
and that the study could be useful for both academics and practitioners alike. From an
academic perspective, the chapter has argued that the study will improve academic
understanding of the relationships between the three variables mentioned above. It has also
argued that no study has attempted to investigate these relationships using the
multidimensional approach to commitment and performance, as well as a work
environment scale that captures recent changes in the workplace. From a practical
perspective, the chapter has argued that the study would provide managers with some
valuable information to manage work environment, commitment and performance- the
factors that are directly related to the success or failure of organisations. Moreover, the
chapter has also suggested that the study will help managers, especially in Third World
countries, to manage the employee theft by understanding the nature of commitment and
how it is related to work environment and performance. Furthermore, the layout of the
dissertation was also presented and discussed in this chapter. The chapter concluded by
presenting a list of published work, which derived from the study.

Having introduced the study in this chapter, the following chapter will discuss the basic
ideas of work environment, commitment and performance, the approaches emerging in the
management literature to conceptualise them, and the relationships between these three

constructs.
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THE LITERATURE REVIEW

2.1 INTRODUCTION

After the publication of the Western Electric studies (Rothlisberge and Dickson, 1939), the
treatment of employees at work as merely biological machines started to disappear.
Organisations tended to recognise the effect of human factors, such as feelings, attitudes,
and perceptions, on employees’ behaviour and work outcomes. According to Lawrence and
Lorsch (1967), “... these human relations ideas have not only added a good deal to our
knowledge about human behaviour in organisation, but have also created a pressure on
management to change the more customary way of running organisations” (pp. 178-179).

Due to the acceleration of research in human relations and its role in influencing
employees’ behaviour and work outcomes, many new concepts in the management
literature have been launched, and existing ones further developed. Perceived work
environment (PWE) and organisational commitment (OC) were areas of major interest to
researchers, because of their hypothesised impact on employees’ performance.

In recent years, there has been a plethora of research literature concerned with work
environment, commitment, and performance as separate concepts. However, the nature,
direction and significance of the relationships between these global variables and their
dimensions remain unclear. One of the major questions that emerged following publication
of the ideas of human relations remained largely unanswered, i.e., how do employees’
perceptions of the work environment influence their organisational commitment and work
performance? And how does employee commitment affect performance?

This chapter will review some of the previous attempts of conceptualising and studying
PWE, OC and performance in work organisations. More specifically, four main issues will
be addressed in this chapter. The first part examines the development, definitions and
approaches to the work environment concept, as well as its separability from some
overlapping concepts in the management literature, such as organisational culture.
Moreover, this part also highlights the importance of the work environment, and how it is
related to employees’ performance and behaviour. The second part deals with the historical
and theoretical development of commitment, as well as presenting various definitions for
this organisational construct. In addition, the importance of employees’ commitment for
work organisation is also discussed. Since commitment is conceptualised in this study as a

mediating variable, the mediating nature of this concept is also discussed here. The third
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part examines the definitions and importance of performance and how it can be
distinguished from some other relevant constructs commonly used in the management
literature, such as effectiveness and productivity. The last part investigates relationships
between work environment, commitment and performance. It presents the results of some
previous studies which attempted to explore the nature of these relationships. This part also
discusses how these studies have failed to provide a clear picture about the linkage of these
concepts, and what has gone wrong with the conceptualisation of PWE, OC and

performance.

2.2 PERCEIVED WORK ENVIRONMENT (PWE)

This parts throw a light on the concept of the PWE, its development, definitions, and
importance. More specifically, these points are discussed under three sub-headings,
namely: the development and definition of work environment, the gpproaches to work

environment, and the importance of work environment

2.2.1 DEVELOPMENT

Since the Second World War, the work environment has been seen as one of the most
important factors influencing workers and the work outcomes. The early ideas of work
environment were rooted in Lewin’s studies (Lewin, Lippit and White, 1939; Lewin, 1951).
Lewin (1951) attempted to study human behaviour and environmental studies; he
concluded:

To characterise properly the psychological field, one has to take into
account such specific items as particular goals stimuli needs, as well as
more general characteristics of the field, as the atmosphere (for
instance, the friendly, tense or hostile atmosphere) or the amount of
freedom. These characteristics of the field as a whole are as important
to psychology as, for instance, the field of gravity for the explanation of
events in classical physics. Psychological atmospheres are empirical
realities and are scientifically describable facts (p. 241, researcher’s
emphasis added).

The terms atmosphere and psychological atmosphere in the above quotation are clear signs
for what are now known as work environment and psychological environment (climate) in
recent management literature (e.g., Joyce and Slocum, 1982 and Denison, 1996).

The concept of perceived work environment (PWE) started to permeate the management

literature and dominate scholars’ thinking as recently as the 1960s. It arose and developed
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as a result of the contribution of behaviour theories, management theories, and
organisational theories (Litwin and Stringer, 1968). After concretisation of the work
environment concept in management theories in the 1960s, scholars from the 1970s
onwards started to link the construct to some other organisational concepts, such as
individual differences (Schneider and Bartlett, 1970), structure (Payne and Pugh, 1976), and
communication (Poole and McPhee, 1983). In all these studies, PWE had different names,
but carried the same meaning. Hence, such terms as organisational climate, internal
environment, work climate, work condition, work atmosphere and work situation are
commonly used in the management literature to refer to the concept of the PWE. This
study uses the terms PWE, work environment and work climate to refer to the employees’
perceptions of their work environment in Jordanian industrial firms.

The concept of PWE in the management literature has been defined in different ways by
different writers. Forehand and Gilmer (1964), for example, proposed the most recognised
and widely cited definition for this construct. They defined work environment as:

The set of characteristics that describe one organisation and that,
(a) distinguish the organisation from other organisations;
(b) are relatively enduring over time; and
(c) influence the behaviour of people in the organisation (p. 362).

Tagiuri and Litwin (1968) criticised this definition as insufficient in terms of individuals’
perceptions. They argued that the work environment is interpreted by the members of the
organisation to have a certain quality to which they are sensitive and which, in turn, affects
their attitudes and motivation. According to this view, they suggested the following
definition:

Organisational climate is a relatively enduring quality of the internal
environment of an organisation that is,
(a) experienced by its members;
(b) influences their behaviour; and
(c) can be described in terms of the values of a particular set of
characteristics (or attributes) of the organisation (p. 25).

Based on this latter definition and some other previous definitions, Pritchard and
Karasick (1973) redefined work environment as:

Organisational climate is a relatively enduring quality of an
organisation’s internal environment distinguishing it from other
organisations;

(a) which results from the behaviour and policies of members of

organisations, especially top management;

(b) which is perceived by members of the organisation;
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(c) which serves as a basis for interpreting the situation;
(d) acts as a source of pressure for directing activity (p. 126).

Schneider and Snyder (1975) argued that the work environment is most adequately
conceptualised as a summary perception which people have of (or about) an organisation.
According to this view, Schneider (1975) defined organisational climate as:

Climate perceptions are psychologically meaningful molar descriptions that
people can agree characterise a system’s practices and procedures. By its
practices and procedures, a system may create many climates. People perceive
climate because the molar perceptions function as frames of reference for the
attainment of some congruity between behaviour and the system’s practices
and procedures. However, if the climate is one which rewards and supports the
display of individual differences, people in the same system will not behave
similarly. Further, because satisfaction is a personal evaluation of a system’s
practices and procedures, people in the system will tend to agree less on their
satisfaction than on their descriptions of the system’s climate (pp. 474-475).

As an example of the 1980s definitions of the PWE, Ashforth (1985) definition can be
proposed. He suggested that work environment is:

A shared enduring molar perception of the psychologically important
aspects of the work environment. [The environment] highlights several
points:
(a) climate is a perceptually based abstraction;
(b) climate perceptions reflect what is psychologically meaningful to
the individuals concerned;
(c) climate perceptions tend to be both shared and resistant to change

(p. 837).

Arguing that previous definitions of work environment have ignored the role of culture in
shaping employees’ perceptions about their work environment, Moran and Volkwein
(1992) redefined work environment as:

A relatively enduring characteristic of an organisation which distinguishes
it from other organisations and;

(a) embodies members’ collective perceptions about their organisation with
respect to such dimensions as autonomy, cohesiveness, support, recognition,
innovation, and fairness;

(b) is produced by members interaction;

(c) serves as a basis for interpreting the situation;

(d) reflects the prevalent norms, values, and attitudes of organisations

cultures; and

(e) acts as a source of influence for shaping behaviour (p. 20).

Nonetheless, the above definition of Moran and Volkwein’ (1992) is the most recent

definition of work environment suggested in the management literature. As will be
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explained later, Moran and Volkwein (1992) suggested a new approach for conceptualising
work environment according to the definition they proposed. The previously mentioned
definitions of work environment are some of many different definitions suggested in the
management literature since the 1960s. Although they used to agree on the general outline
of the definitions, most researchers cited different definitions for the term work
environment. This is not to argue that the work environment concept is still “one of the
fuzziest concepts to come a long in some time” as Guion (1973, p.121) has suggested. On
the contrary, the concept of work environment is now well established, developed and
diffused in all management literature since it was first defined by Forehand and Gilmer
(1964). This mismatch in definition may be due to the nature of this construct, as will be

explained later in this study.

2.2.2 THE APPROACHES TO WORK ENVIRONMENT

The previously mentioned examples of work environment definitions reflect the various
approaches used to conceptualised this organisational phenomenon in the management
literature. More specifically, all definitions of work environment can be categorised into
three major and separate approaches, namely:

(1) The structural approach: This approach regards work environment essentially as a set
of organisational attributes. In other words, the advocates of this approach view the work
environment as a characteristic belonging to an organisation. It does not take into account
the human dimension of the organisation, and people’s role in shaping the work climate.
According to Ashforth (1985) “the existing of organisational structure— the degree to
centralisation, specialisation, and formalisation, the basis for sub-unit grouping, and so on-
gives rise for to a certain climate as organisational members respond to the structure” (p.
837). Forehand and Gilmer’s (1964) definition of environment mentioned earlier is an
example for this approach. Therefore, this approach has been criticised, because it ignored
the individuals’ role in shaping the environment. The same criticism applies to all early
definitions of this concept (e.g., Lawrence and Lorsh, 1967 and Porter and Lawler, 1965).
(2) Perceptual approach: Two views of work environment based on perception have
emerged in the management literature. The first view conceptualises work environment as
a set of perceptual variables which are still seen as organisational main effects (Pritchard

and Karasick, 1973). Although it has partially considered the individual’s role in
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determining work climate, this view has also been criticised by some authors. James and
Jones (1974, p.103), for example, argued that:

The reliance on perceptual measurement may be interpreted as meaning
that [work environment] includes not only descriptions of situational
characteristics, but also individual differences in perception and
attitudes. This is somewhat confusing if one wishes to employ [work
environment] as an organisational attribute or main effect, since the use
of perceptual assessment introduces variance which is a function of
differences between individuals, and is not necessarily descriptive of
organisations or situations.

The second perspective concentrates on the individual as the major determinant of the
work environment. The leaders of this approach in the recent management literature are
Schneider and his associates (e.g., Schneider, 1988, 1990 and Schneider and Reichers,
1983). They argued that the people, and not structures, come first, and that the similarity
among individuals gives rise to similar perceptions of organisational life, which in turn
builds up the work environment (Shneider and Reichers, 1983). Nevertheless, this direction
in conceptualising and defining work environment has also been criticised. For example,
Johannesson (1973) argued that using this approach to study the work environment is no
more than a replication of the work attitude literature. Furthermore, Guion (1973, p. 123)
argued that “... if one is primarily interested in the measure of an attribute of individuals
with no external reference such as accuracy, then he faces a different peril: the likelihood of
having done nothing more creative than rediscovery of the wheel”.

(3) The interactional approach: This perspective places the base of defining work
environment on the interaction between both the individual and the organisation (Ashforth,

1985; George and Bishop, 1971; Katz, 1980; Silva, 1992). According to this view:

It is pointless to argue whether climate is a property of the organisation
or the individual, or whether it is a macro construct or a micro one.
Climate is seen as a join property of both the organisation and the
individual. It is both a macro and a micro construct. As such, climate is
a system variable, ... serving to integrate the individual, the group and
the organisation. ... Thus climate has the potential to facilitate a truly
integrated science of organisational behaviour. It is equally pointless to
argue whether structure, process, or individuals are first causes of
climate (Ashforth, 1985, p. 838).

This latter approach to conceptualising work environment is the most accepted and popular
view of work environment, because it overcomes the problems associated with the

previously mentioned approaches. It simply suggests that the interaction between

k4



employees and the organisation produce a certain type of work environment that is
perceived by organisational members. Despite being a more comprehensive and
encompassing definition, the interactional approach has also being criticised, but by very
few writers. The literature search revealed that only one study has criticised the interaction
approach. Moran and Volkwein (1992) argued that this approach failed to answer the
following question: how does the social context shape the individual and organisation
interaction? They relate the frailty of the previously mentioned environment defining
approaches to the absence of an adequate ‘composition theory’- a specification of how a
construct operationalized at one level of analysis. Meanwhile, they proposed a fourth
approach termed, ‘the cultural approach’. This approach incorporates the interaction of
group members as a key determinant of work environment, where the interaction is
influenced by the norms, values and attitudes of the organisation’s culture. Pursuing this
theme, they proposed the definition mentioned earlier in section 2.2.1. pompared with the
three main approaches mentioned above, it can be argued that this cultural approach
presents the weakest view of work environment suggested in the management literature.
First of all, this definition integrates work environment and organisational culture in a
confusing manner, as if they are one concept. Although they appear to be overlapping,
these two constructs (environment and culture) are independent organisational concepts, as
will be explained later. Secondly, most researchers agree that “climate exist in all
organisations, ... but many organisations have no culture” (Rousseau, 1988, p. 153). Thus,
the work environment may not reflect the prevalent norms, values, and attitudes of some
organisations’ cultures, simply because they lack it. Therefore, this connection between
work environment and culture as a way of investigating employees’ perceptions of their
work climate, as suggested by Moran and Volkwein (1992) is pointless. Nonetheless, this
new cultural approach has not found much support from other scholars in this field, as is the
case with the interactional approach. To the best of the researcher’s knowledge, no study
has attempted to examine empirically the Moran and Volkwein’s argument, indicating the

weakness of the cultural perspective, or its difficulty in terms of empirical testing.

2.2.3 TOWARDS A COMPREHENSIVE DEFINITION OF WORK ENVIRONMENT
Having discussed the three major approaches to conceptualising work environment, as
well as the fourth cultural approach suggested by Moran and Volkwein (1992), it can be

concluded that the interactional view is the most reliable approach to conceptualising work
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environment. It neither bases the analysis of work environment solely on individual
perceptions nor on the organisational system. Moreover, most researchers (e.g., Ashforth,
1985 and Schneider and Reichers, 1983) agree that this approach is most effective approach
to conceptualise the environment, because, unlike other approaches, it has logical and well-
accepted roots in the management literature. This approach draws on symbolic
interactionism (Blumer, 1969) in general and newcomers’ socialisation (George and
Bishop, 1971; Katz, 1980; Wanous, 1980) in particular. Symbolic interactionism suggests
that the individual draws conclusions or meanings of a certain situation from his/her
interaction with other people in the same situation. On the other hand, the newcomers’
perspective argues that new members of any organisation learn the logistics of the
organisation, expectations of both co-workers and managers, procedures, ... etc. from their
interactions with the organisation and its members. From these interactions, newcomers
build a ‘situational identity’, which will help them understand the o;ganisation and act
within it (Katz, 1980).

Considering the previous discussion about approaches to work environment the current
study adopts the interactional approach and defines work environment in Jordanian
industries. Although a precise and widely shared definition of work environment does not
exist, it can be suggested that this concept refers to the interaction between organisational
factors, such as structure, procedures and managerial style and employees’ career and
demographic backgrounds, such as age, sex and tenure. In other words understanding of
the environment:

... Requires consideration of the whole organisational context, involving

not only the individuals’ perceptions, but also the organisational

structure, processes and practices, as well as, individuals’ interactions

among themselves and visa-a-vis the organisational context (Silva, 1992,

p. 443).
Based on some previous definitions (Forehand and Gilmer, 1964; George and Pishop, 1971;
Pritchard and Karasick, 1973; Moran and Volkwein, 1992), and considering the ideas of
interactional approach, the term work environment can be defined in this study as:
relatively enduring characteristics of an organisation’s internal environment that differs
from any other organisation, and is:
(1) produced by the interaction of individuals and the organisation;

(2) perceived by organisational members according to their demographic and career

backgrounds (e.g., sex, marital status, tenure and job level);
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(3) includes members’ collective perceptions about their organisation with regard to such
dimension as supervisory style, employee competence and co-worker relations;

(4) serves as a bases for interpreting the situation; and

(5) influences the individuals’ behaviour and work outcomes.

This definition can be clarified and simplified by putting it in the following equation form:

WE=f(O4bcq.. + Laobca..)
Where:
WE = work environment.
O 4 b, ¢ 4, ... = Organisational variables (e.g., work characteristics and supervisory style).
1.5 c a4 .. - individual variables ( e.g., sex and tenure).
Thus, work environment is a function of organisational and individual variables. The
interaction of these variables produces an environment which can be perceived in a given
way, e.g. positive, negative, supportive or authoritative. Compared with previous
definitions offered in the management literature, this definition is more comprehensive and
informative. It reconciles the organisational and individual perspectives in an effective
way, and states clearly that both variables count in the formation and perception of work
climates. Since work environment variables can change according to the change in
geographical and cultural environment or time, the proposed definition does not define
certain organisational or individual variables. As will be explained later, for the purpose of
this study, 13 work environment variables and 7 demographic variables are considered.
However, those studying work environment in different contexts or in a different era can
still consider this definition of work environment and replace the suggested variables with
their context or era variables.

Having discussed the various definitions of work environment and its approaches, as well
as suggesting a more comprehensive definition which aims at avoiding the slippage of past
definitions, it can be concluded that to date there is no complete consensus among scholars
over which definition or approach is best. Despite the plethora of studies devoted to
explore this variable since the early 1960s, the outcomes of these studies reveal no
agreement on its definition, level of analysis or dimensions. Considering this fact, Payne
(1990) argued that “the climate surrounding the concept of climate is pretty bleak and
damp, ... and we need some pretty powerful intellectual sunshine before it 1s likely to

improve, but avoiding past conceptual slips might at least help to raise the cloudbase” (p.
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79). The views and measurements of the work environment concept vary, mainly because
the perceptions of work environment vary from an organisation to another, from one sector
to another, and from one context to another. Even within one context, say for example the
Jordanian context, different work environments can be found in the industrial, service,
banking and agricultural sectors. Furthermore, some researchers (e.g., Sparrow and Gaston,
1996 and Schneider and Reichers, 1983) have gone further than this, and suggested that
even within one organisation there may be different work environments. Moreover, the
researchers’ career and academic backgrounds (e.g., education, psychology and
management) have also played some role in the way they define, measure and analyse work
environment.

Despite these different views over conceptualising and defining the concept of work
environment, some common points from previously mentioned definitions can be
identified: \

1) Work environment reflects the interaction between employee personal attributes and
organisational attributes as perceived by the environment members.

2) Organisations are like fingerprints never cognate or similar, even if they are in the same
environment. Each organisation has its own goals, procedures, practices, ... etc, and
subsequently its own internal environment.

3) The Work environment is relatively stable and enduring. Yet this does not mean that
work environment is difficult to demolish and easy to build. Normally, it takes the
organisation long to establish a competitive environment, but if it does not maintain it or
make a sudden change (s) in its core policies and strategies without recourse to employees,
or faces pressures from outside the organisation (e.g., political and economical), its
environment may change or even collapse.

4- Work environment influences individuals’ behaviour at the work place.

5- Work environment is capable of being shared by the organisation members.

6- By influencing the employees’ behaviour at work, work environment is assumed to affect
their work outcomes.

To summarise, work environment is a result of interplay between employees and their

organisation, and ignoring the role of any party in the formation of this environment is

untenable.
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2.2.4 WORK ENVIRONMENT AND SOME OTHER OVERLAPPING CONCEPTS
Apart from the synonymous terms mentioned earlier, there are some other concepts in the
management literature which are commonly used by researchers and may seem to be
equivalent to the term work environment, but are not. For the sake of precision, there is a
need to draw a clear distinction between the concept of work environment and these
overlapping concepts.
a) Organisational environment: In modernist perspectives, organisational environments
are typically defined by three common elements (Hatch, 1997). Firstly, the inter-
organisational network: every organisation needs to interact with other members of its
environment such as suppliers, competitors, unions, ... etc. Secondly, the general
environment: more general forces at work in the environment, such as legal, political,
economic, ... etc. Thirdly, the international (global) environment: this environment
includes factors of the environment that are organised on a global scale, such as the United
Nations (UN), the International Monetary Fund (IMF), General Agreement on Trade and
Tariffs (GATT) and the World Trade Organisation (WTO). Thus, the organisational
environment is a macro view that encompasses all organisations, formal or informal, which
act outside the context of any given organisation. On the other hand, work environment is a
micro view concerned with the internal environment factors of the organisation.
b) Psychological environment (climate): the concept of psychological environment in the
management literature is well developed and distinguished from the work environment
construct (Swift and Campbell, 1998; Strutton, Chowdhury and Pelton, 1997; Koys and
DeCotiis, 1991; Ornstein, 1986). It can be defined as “an experiential - based, multi-
dimensional, and enduring perceptual phenomenon, which is widely shared by the members
of a given organisational unit” (Koys and DeCotiis, 1991, p. 267). Hence, psychological
environment refers to the individual description of organisational practices and procedures,
whereas work environment refers to a collective description of organisational internal
environment (Joyce and Slocum, 1982). Therefore, the psychological environment is a part
of the work environment.
¢) Executive or managerial environment: this construct is widely accepted as:

A relatively enduring quality of the work environment that;
(a) is experience by the executives,
(b) influence their behaviour;
(c) can be described in terms of the values of a particular set of
characteristics (or attributes) of this environment (Tagiuri and
Litwin, 1968, p. 226).
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From this definition, it can be concluded that the managerial environment is one of the
determinants of work environment, while the work environment is one of the determinants
of individuals’ behaviour.

d) Organisational (corporate) culture: This is the most overlapping aspect with the work
environment construct. The term organisational culture appeared casually for the first time
in the English language literature in the 1960s as a synonym for environment (Hofstede,
1994). However, it began to appear in the management literature as an organisational
concept in the early 1980s.

Originally, it was viewed as a synonymous to the work environment concept, which
complicated the status of work environment as an independent and distinct organisational
aspect. Therefore, some researchers (e.g., Schneider, 1985) at that time argued that the
notion of culture is a little more than a synonym for work environmen;. After about two
decades from its appearance in the management literature, the concept of culture can said to
be well developed, established, and distinguished from other organisational constructs
(Dion, 1996; Hawkins, 1997; Hofstede, 1998; Lindbo, 1998; Buskirk, and McGrath, 1999;
McDermott and Stock, 1999). Nevertheless, as is the case with the work environment
concept, no consensus definition for this construct has emerged in the management
literature. Arguing that it is not clear whether the culture construct will survive as a useful
and viable addition to the conceptual ‘armamentarium’ of the organisational studies, Schein
(1991) defined it as:

1) A pattern of shared basic assumptions;

2) Invented, discovered, or developed by a given group, as it learn to
cope with its problems of external adaptation and internal integration,

3) That has worked well enough to be considered valid, and, therefore,

4) Is to be to be taught to new members of the group as the correct way
to perceive, think, and feel in relation to those problems (p. 243).

In their study entitled ‘single and multiple cultures in international cross-cultural
management research’, Sackman, Philips, Kleiberg and Boyacigiller (1997) defined culture

as:

The core of culture is composed of explicit and tacit assumptions or
understandings commonly held by a group of people; a particular
configuration of assumptions and understandings is distinctive to the group;
these assumptions and understandings serves as guides to acceptable and
unacceptable perceptions, thought, feelings and behaviour, they are learned
and passed on to new members of the group through social interactions;
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and culture is dynamic- it change over time, although the tacit assumptions
that are the core of culture are most resistant to change (p. 25).

By comparing the above two definitions of culture with the definitions of work environment

that mentioned earlier, it can be concluded that culture and environment are separate

concepts. However, they share some similarities which are not enough to conclude that

they are one concept. These similarities can be summarised in the following points

(Ashforth, 1985; Rousseau, 1988; Sparrow and Gaston, 1996; Shneider, Gunnarson, Niles,

1994; Schneider, Brief and Guzzo, 1996; Verbeke, Volgering and Hessels, 1998):

(1) Consistency or consensus is required to characterise a unit as having a culture or
environment.

(2) Beliefs or individual cognition and interpretations are primary elements in each.

(3) Each is historical, enduring and resistant to change.

(4) Each has a tendency toward differentiation with members in different units of a large
organisation demonstrating distinctive sets of beliefs.

On the other hand, the striking differences are:

(a) Culture is largely normative, while environment is descriptive.

(b) Environment is a summary description, however culture researches operationalise it as
rich detail.

(c) Work environment exists in all organisations, whereas many organisations have no
culture.

(d) All individuals in any organisation’s setting are part of work environment, but not all
individuals are part of culture.

(e) The unit of theory in work environment theory is largely agreed to be the individual;
however, the unit of culture research is norms.

Thus, culture refers to the broader pattern of an organisation’s norms, values and beliefs.

Work environment on the other hand, is the atmosphere that employees perceive, which are

created in the organisation by practices, procedures and rewards (Schneider et al., 1994).

In addition to these four different concepts, there are still some other terms that are
commonly used in the management literature and seem to be synonymous to the work
climate concept, while they are not. For example, ethical climate (Bourne and Snead, 1999;

Ponemon, 1996), and industrial relations climate (Dastmalchian, Paul and Adamson, 1989).
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2.2.5 THE IMPORTANCE OF THE PERCEIVED WORK ENVIRONMENT

The concept of work environment is an important organisational concept that has a direct
impact on employees’ behaviour and work outcomes. Guion (1973) argued that the concept
of work environment is one of the most important to enter the thinking of
industrial/organisational psychologists in many years. Indeed, work environment nowadays
is more important than it was in the1960s and 1970s, because the internal and external
environments of the organisations are less stable and less predictable than before.
Furthermore, Schneider (1975) attempted to study employees’ performance in the
workplace. He concluded that work environment is an important determinant of employee
performance, and that “performance equals ability and climate, which stress the display of
individual differences” (p. 457). Bamard (1997) argued that most employees work related
decisions, such as participating, producing and quitting, are influenced by the work
environment of which he/she is part. She asserted:

... Environmental characteristics play a part when an employee decides to
leave a job. Because of increasing competition for high-performing workers
and the changing lifestyles of the workforce, most companies are amending
policies to better accommodate the demands of workers' personal lives.
However, characteristics of the workplace environment itself are frequently
not as carefully tailored to the needs of differing employee groups.
Management has considerable discretion in this respect by using control
systems that most effectively guide the behaviour of organisational members

(p. 14).
Likewise, Al-rahimi (1990) investigated the relationship between employee work outcomes
and work environment in Saudi Arabia. He called for creating the proper environment in
which employees can develop to their fullest potential. Al-rahimi suggested that providing
a conducive work environment is essential for enhancing employee satisfaction and
commitment, and increasing their performance. Similarly, Al-shammari (1994) argued that
researchers and academics must be aware about the role that work environment plays in
shaping the level of organisational performance, especially in developing countries.
Burruss (1996) argued that managing for motivation and performance improvement is
essential for work organisations, and that providing a supportive work environment is
directly related to employees’ motivation and performance. He argued that when the
environment is positive, people are motivated and excited about what they are doing.

However, when it is negative, people are relatively depressed and angry. Therefore,
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Burruss suggested that it is no surprise that work environment is an excellent predictor of
organisational and employee performance.

Thus, there is a general agreement among researchers that analysing work environment
helps to understand the processes by which individual and organisational interaction
influences employees’ behaviour and performance. The following simple equation of

Lewin (1951) gives an explanation for the formation of behaviour:

B=f(P,E)
Where: B = behaviour, P = person and E = environment.
Generally, this equation suggests that behaviour is a function of the individual and his/her
environment. Thus, if employee behaviour at work is the interest, then this equation can be

reformulated as follows:
B=f(P,0) weoereereeeeeeeunee. Q)

Where: B = behaviour, P = person and O = organisation.

Considering this revised equation (1), it can be suggested that individual behaviour
in the workplace is determined by the interaction between the person and the
organisation. On the other hand, McGregor (1960) argued that individual
performance is highly influenced by the environment that he/she belongs to, as well
as his/her demographic backgrounds. Accordingly, he suggested the following

equation, which is widely considered in the management literature:

P=fIobca. sEobcd. ) reeerroeernsennen 2
Whereas: P = performance, I, p, ¢, 4, ... = Individual variables and E, ,, o, p, ... = environment
variables.
This latter equation suggests that individual performance is affected by the individual
variables, such as age, sex and education, and environmental variables. If the aim is work
environment, then variables like procedural justice, work characteristics and supervisory
style can be considered. Hence by the combination of equation (1) and (2), the following

new equation (3) can be obtained:
B+P=f(Pa,b,c,d,... Omnop...) ............ (3)

From equation (3) and the definition of work environment proposed earlier, it can be
concluded that work environment is an important organisational phenomenon, and that it

has an impact on employees’ behaviour, attitudes and performance.
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2.3 THE CONCEPT OF ORGANISATIONAL COMMITMENT (0OC)

Organisational commitment is assumed to be one of the major driving forces behind the
development and success of organisations (formal or informal), in any environment
(industry, service, agriculture, ... etc), and in any context (western or non-western). This
assumption could be the reason for the considerable and continuous attention it has received
since the 1960s. Despite considerable research devoted to explore the nature of this
construct for the past 40 years, the concept has remained ill-defined and ill-conceptualised,
and still “promises to be an exciting research issue” (Benkhoff, 1997a, p. 720). Therefore,
there are continuous calls (e.g., Reichers, 1985; McGee and Ford, 1987; Allen and Meyer,
1990; Jaros et al., 1993; Benkhoff, 1997a and Nyhan, 1999) recently for more precise and
comprehensive definition, conceptualisation, and measurement to conceptualise this
construct and its relationships with the other organisational varjables, especially,
employees’ performance. The continuous research in this field resulted in the birth of a
new approach for conceptualising and studying OC. As will be explained later, this new
multi-dimensional approach is not the end, but could be a good starting point for future
research in this field. To understand the nature of this construct in the short-run,
researchers must follow a build-up system, i.e., to start any new research from the last
findings of the previous reliable research instead of reinventing the wheel. In this context, it
could be argue that commitment research should have embraced this new approach since
the 1960s, i.e., after Kelman’s (1958) interesting and valuable study of attitude change
processes and Becker’s (1960) research of the ‘side-bet theory’.

As far as Jordan and other Arab states are concerned, there is a belief that OC is one of
the major pillars of success and development of organisations. However, some researchers
(e.g., Al-shammari, 1990) have doubted the presence of this construct in the organisational
context. This could be one of the major reasons that empirical research on the concept of
organisational commitment in developing countries is somewhat limited (Bhuian, al-
shammari and Jefri, 1996). For example, Bhuian and Shahidulislam (1996) found only
three commitment studies in Saudi Arabia, which is “one of the most important markets in
the developing world” (Bhuian and Shahidulislam, 1996, p. 38). Nevertheless, beliefs are
not enough; researchers must conduct field studies to convert these assumptions and beliefs

for the benefit of the employee, the organisation and the society (Suliman, 1995).
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2.3.1 THE HISTORICAL AND THEORETICAL DEVELOPMENT OF OC

Most researchers (e.g., Bar-hyim and Berman, 1992; lles et al. 1990; Morrow, 1983,
1993; Reichers, 1985 and Staw, 1977) agree that there is some sort of interference between
the commitment and some other affective constructs, such as job satisfaction, work
motivation and job involvement. Nevertheless, job satisfaction is viewed as the most
overlapping aspect. By reviewing both the commitment and satisfaction literature the
following differences between the two concepts can be identified:

1) The concept of OC is broader than job satisfaction. Commitment is a global term that
reflects an attachment to the overall organisation, whilst job satisfaction is a narrower
concept, reflecting an attachment to the job, which is part of the organisation.

2) Developing employees’ commitment toward the organisation needs much time and
effort, over and above than that required for building job satisfaction needs. Therefore, once
developed, OC is more stable over time, compared with job satisfaction. i

Moreover, OC is less affected by temporary situational events such as extending working
hours for a limited period of time.

3- More recently, OC has been widely accepted as a multidimensional concept, while job
satisfaction is generally viewed as a unidimensional construct.

4- An employee who is committed to his/her organisation is more likely to be satisfied with
his/her job, while satisfaction with the job is less likely to bind the employee to be
committed to the organisation as a whole, especially in the short-run.

5- Organisational commitment is “... a more stable and less transitory attitude than job
satisfaction, and thus should have greater consequences for behaviour (Kalleberg and
Marsden, 1995, p. 237, researcher’s emphasis).

6- Organisational commitment has been shown to be much better than job satisfaction in
predicting organisational behaviour (e.g., tenure and absenteeism) and work outcomes, e.g.,
job performance (Meyer and Allen, 1996; Iles et al., 1990; Mowday, Porter and Steers,
1982).

Nevertheless, empirical studies (e.g., Mathieu and Zajac, 1990 and King and Sethi, 1997)
have shown a positive relationship between the two concepts. In other words, the higher
employee commitment, the higher job satisfaction, and vice versa. Thus, this overlap
between OC on one hand, and other affective constructs on the other hand has played a

major role in researchers’ attempts to conceptualise and define OC.
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Figure (2-1): The historical and theoretical backgerounds of OC

Classical Theories
(1890-1930)

Behavioural Theories
(1930-1960)

Process theories .
Human [ Motivational

lati - Theories
Relations Content theories L—Y

! v

Organisational commitment concept
(1960 TO DATE)

A 4
Attitudinal Approach
(1960 TO DATE)

Behavioural Approach
(1960 TO DATE)

Normative Approach
(1990 TO DATE)

Multidimensional Approach
(1990 TO DATE)

Bl

Affective commitment Continuance commitment | [Normative commitment

s R

Organisational Commitment

31



Some researchers have defined it in terms of an attitudinal approach, while others followed
the behavioural approach in their studies. These two themes are the most common and
well-known approaches that have emerged in the management literature since the early
1960s. Another two approaches appeared in the literature during the 1990s, namely, the
normative and the multidimensional approaches. Figure (2-1) explains in simple the
historical background and the developmental steps of OC.
Traditional theorists (e.g., Taylor, 1911; Fayol, 1949; Weber, 1947) attempted to set
rational techniques for managing business organisations. Based on their engineering and
economics backgrounds they tried to tailor merely scientific principles and procedures that
do not differentiate between the human side and the technical side to manage both the
worker and his/her machine at the same time. Keller (1997) studied commitment from the
scientists’ and engineers’ point of view. He asserted:
Earlier research has found that scientists tend to be cosmopolf’tans, whose
primary loyalty is to their scientific field or professional peer community
outside their company, where as engineers tend to be locals, who have a
primary identification with their employing company, its goals and
superiors in the hierarchy (p. 539).

The behaviourists (e.g., Barnard, 1938) largely accepted the ideas set forth by the
traditionalists (e.g., Taylor, 1911), but they modified it by stressing the importance of the
social side to organisational efficiency. According to their sociological, psychological and
social psychological backgrounds, the behaviourists came to realise that the scientific
equations do not work in all cases. The human relations theorists (e.g., Roethlisberger and
Dickson, 1939) attempted to resolve the equation by adding the human factor to classical
theories. On the other hand, both groups of motivational theorists, namely the content
scholars (e.g., Maslow, 1954 and Herzberg, Mausner, Peterson and Capwell, 1957) and the
process theorists (e.g., Varoom, 1964) stressed the fact that an employee is a human being
with certain motives. Thus, it is the role of an organisation to identify these motives in order
to try to satisfy him/her in a way that benefits both the organisation and the employee.
Human relations and motivational theories, together with organisational theories,
management theories and behavioural theories have contributed in establishing the
preliminary ideas for what is known today as organisational commitment.

The attitudinal perspective tends to dominate most commitment research. It was invoked
by Homans’ (1961) Exchange Theory (ET) ideas and further supported by the research of
Porter and his colleagues (e.g., Porter, Steers, Mowday, and Boullian, 1974). The
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behavioural approach later evolved from Becker’s (1960) work of Side-Bet Theory. It
views commitment as behavioural rather than attitudinal. Salancik (1977), for example,
argued that behaviour is the base for all variations of commitment. Some other group of
researchers (e.g., Buchanan, 1974; Scholl, 1981; Weiner, 1982) argued that commitment
represents employees’ feelings of obligation toward their organisation. At this stage, the
normative approach emerged as a new approach, to which another facet of organisational
commitment has been ascribed. More recently, a group of researchers (e.g., Meyer and
Allen, 1991; Meyer and Allen, 1984; Reichers, 1985; O’Reilly and Chatman, 1986; Somers,
1993; Meyer et al., 1998) have contended that employees’ commitment does not develop
merely through emotional, behavioural, or moral attachment but through the interplay of all
of these variables. This latest perspective towards OC puts forward three components,
namely; affective commitment (attitudinal approach), continuance commitment
(behavioural approach) and normative commitment (normative approach)\.

In spite of not being included in Figure (2-1), the effects of Japanese management
(known as Theory Z) on the development of the OC concept are not disputed. Hodge and
Anthony (1991) argued that Japanese management style has taken the human factor and
people’s involvement in organisational processes (emphasised by the behaviourists) one
step further. Hodge and Anthony asserted:

The essence of this approach [Theory Z] is that people will work harder

and with more of a sense of commitment if they have job security ... and

feel they have a significant part to play in decision-making and group

activity. The work groups are organised around large job assignments

rather than the monotonous, routine snippets of work that characterised

the assembly-line approach of the classical school (p. 24, Researcher’s

emphasis added).
Nonetheless, for the assumed impact it has on enhancing employees’ commitment, many
Western organisations (e.g., General Motors) are implementing Japanese management
methods in order to survive, compete and lead in today’s competitive environment. In
general, “there are three major pillars for this approach, namely, trustfulness, skilfulness,
and intimacy” (Suliman, 1995, p. 27). Indeed, there are some important lessons for non-
Japanese organisations to learn from Theory (Z) when the target is workforce commitment.
However, there are two important factors which to be considered before applying these
methods:

1- This approach is not a panacea. Therefore, organisations must look for long-run benefits

instead of thinking of any payback in the short-run.
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2- Organisations must be able to balance, adjust, mix, and/or adapt these methods to their
own situations. The Japanese themselves developed these methods through the rational
adaptation of others’ concepts and methods to their own environment.

To conclude, the OC concept arose and developed in the management literature as a
result of the contribution of organisational and behavioural theories. It has emerged as one
of the most important concepts in the study of work attitudes and behaviour (Allen and

Meyer, 1996; Mathieu and Zajac, 1990; Meyer and Allen, 1991; Morrow, 1993).

2.3.2 THE NATURE AND DEFINITION OF OC

Despite the plethora of research in OC since the 1960s, the issue remains highly
controversial. There is no unified or agreed definition of this construct in the management
literature, it being defined in different ways by different writers. Webster’s English
Dictionary (1986) defined the term commitment as an OBLIGATION or PLEDGE to carry
out some actions or policy or to give support to some policy or persc;n. Brown (1996)
argued that “this definition of commitment, as a pledge of involvement, should serve as a
building block for knowledge of commitment in organisations” (p. 248). Moreover, Dwyer,
Schurr and Oh (1987) used the term ‘pledge’ to define commitment as “an implicit or
explicit pledge of relational continuity between exchange partners” (p. 19). Becker (1960)
defined it as an obligation towards the organisation as a result of increase in employee’s
investments (e.g., time, status, pension, ... etc). Put differently, the higher the investment an
employee makes in the organisation, the higher is his/her commitment to that organisation.
Homans (1961) regarded it as a give and take agreement, or a two-way deal. According to
Homans, employees offer commitment to the organisation in receipt (or anticipated receipt)
of benefits they gain from being members in that organisation. Kanter (1968), however;
defined it as an individual emotional attachment to the organisation. Moreover, O’Reilly
and Chatman (1986) viewed OC as an employee’s psychological attachment to an
organisation. Hodge and Anthony (1991) contended that OC involves a situation in which
members of a group offer their abilities and loyalties to the organisation. Allen and Meyer
(1996) argued that OC is a psychological link between employees and their organisation
that results in less chance for voluntary turnover. In addition, Brewer (1996) argued that
underétanding OC has always been a problematic issue for managers. She defined OC as
employees’ willingness to contribute efforts to the co-operative system. Brown (1996)

attempted to define OC through asking the following question: “So just what is
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organisational commitment? He defined OC as a dedication to and support for an
organisation beyond that related to job expectations and rewards. Nevertheless, the most
well-known and widely recognised definition of the OC construct was proposed by Porter
and his associates (Porter and Smith, 1970; Porter, Steers, Mowday and Boulian, 1974;
Mowday et al., 1982). They defined OC as:
The relative strength of an individual’s identification with and
involvement in a particular organisation ... It can be characterised by at
least three factors: (a) a strong belief in and acceptance of the
organisation’s goals and values; (b) a willingness to exert considerable
effort on behalf of the organisation; and (c) a strong desire to maintain
membership in the organisation (Mowday et al., 1982, p. 27).
Porter et al. (1974) argued that by defining OC in this way they are emphasising the
positive features of commitment and overcoming the passive features. According to this
view, they developed their well-known commitment scale entitled: the Organisational
Commitment Questionnaire (OCQ) in 1974. This commitment and its conceptualisation
and measurement, suggested by Porter et al. (1974), dominated commitment research across
many cultures for more than two decades. The next chapter will explain how it dominates,
what has gone wrong with its philosophy, and the problem with the 15-item scale of OCQ.
These are some examples of OC definitions. This shows how OC is a more complex
phenomenon than it appear at first sight (Brown, 1996; Iles et al., 1996). In all the
previously mentioned studies, OC is used with different names. Terms such as loyalty,
identification, involvement and attachment are commonly used in the management
literature to refer to the degree of employees’ willingness to contribute to the organisation’s
well being. Despite this variation in OC definitions, the following common ideas among
these definitions can be pointed out:
1- Organisational commitment is one of the most important dimensions in the modern
organisation.
2- 1t is a link between employees and their organisation.
3- The majority of researchers view it as a positive and healthy phenomenon.
4- Due to the effect it has on employees’ behaviour at work, it influences their work
outcomes.
5- Organisational commitment definitions reflect three general themes, namely:
A) Affective attachment to the organisation.

B) Perceived costs associated with leaving the organisation.
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C) Moral obligation to maintain organisational membership.

This study uses the terms organisational commitment and commitment to refer to the
psychological bond that links the employee in Jordanian industrial firms to his/her
organisation, and influences him/her to participate and/or produce willingly, based on
his/her affective attachment to the organisation, high investments in the organisation and/or
moral obligation towards the organisation.

Nevertheless, there is a need to distinguish between OC and other, different, work
attitude concepts which frequently appears in the management literature. Iles et al. (1990,
1996), for example, suggested that researchers must distinguish between OC and
commitment to work in general, job commitment and professional commitment. In the
recent management literature, there is considerable attention given to this latter type of
commitment, i.e., professional commitment (e.g., Cohen, 1992; Meyer and Allen, 1991;
Morrow, 1993; Randall and O’Driscoll, 1997 and Wallace, 1997). Resqarchers commonly
use the terms career, professional and occupational commitment interchangeably, to refer to
the employee’s affective attachment to his career, profession or occupation (Meyer and
Allen, 1993). Sheldon (1971) argued that employees with high professional commitment
often appear to be lacking OC. In the same way, employees with low commitment to the
profession may pursue high commitment to the organisation. Moreover, Ritzer and Trice
(1969) proposed a logical explanation for the existence of professional commitment in an
organisation. In their words:

... [Organisational commitment] arises from a realisation by the individual
that the occupation has little to which he can commit himself. In order to make
his working life meaningful an individual must commit himself to something. If
the occupation is weak structurally, the organisation remains the major
alternative to which the individual may commit himself (p. 478).
Thus, the scope of OC is broader than job, occupational, professional or career
commitment.
According to the recent multidimensional view of OC, its conceptualisation and
definition as merely affective attachment, continuing participation because of the perceived
cost of leaving, or moral obligation towards the organisation is no longer accurate. The

next chapter presents and discusses in depth the ideas of the four approaches of OC which

have evolved in the management literature, including the recent multidimensional approach.

2.3.3 THE MEDIATING NATURE OF ORGANISATIONAL COMMITMENT
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The majority of commitment studies have treated commitment as independent variable
influencing work outcomes such as turnover and absenteeism, or as dependent variable
affected by demographic factors and some other antecedent variables, e.g., role conflict and
organisational size. However, one of the most important characteristics of commitment is
the mediating role that it plays in work organisations (Iverson, McLeod and Erwing, 1996;
Mathieu and Zajac, 1990; Morgan and Hunt; 1994; Mowday et al., 1982). For example,
Iverson et al., (1996) argued that “the importance of commitment stems from its impact as a
key mediating variable in determining organisational outcomes” (p. 36). Despite the wide
theoretical agreement on the mediation role of commitment, few studies have attempted to
explore the reality of this role, especially as a multidimensional construct. Therefore, to
date, the nature of the relationships between commitment on one hand and its antecedents,
consequences and correlates on the other hand remain unclear (Suliman and Iles, 1998b).
Meyer (1997) reviewed the organisational commitment literature. He suggested four major
limitations for the commitment research, namely:

(i) Lack of clarity and consensus concerning the conceptualisation and
measurement of commitment, (ii) the theoretical nature of antecedent
research, including lack of attention to mediating mechanisms, (iii) the
overly narrow focus of outcomes research, with a general lack of attention to
potential negative outcomes of more direct relevance to employees, (iv) the use
of methods ill-suited to the investigation of causal relations, and (v) the focus
in both the antecedent and consequence research on main effects, with a lack
of systematic investigation of moderator effects (p. 180, researcher’s emphasis
added).

The stress-outcomes relationship is one of the major areas in the management literature
where the mediating role of commitment is apparent. Two perspectives have emerged in
the literature with respect to the impact of commitment on stress-outcome relationships.
The first perspective, which was supported by Mathieu and Zajac’s (1990) study, holds that
employees who show high commitment towards their organisation feel the effect of stress
more than do less committed employees. This type of employees “... suffer more from
organisational hardship, because of their investment in, and identification with the
organisation” (Leong, Furnham and Cooper, 1996, p. 1347). Contrary to this view, the
second perspective posits that commitment protects employees from the negative aspects of
stress, because it enables them to attach direction and meaning to their work.

Based on these two perspectives, researchers have attempted to explore commitment’s

role in mediating stress-outcome relationships. Begley and Czajka (1993) found that stress
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increases employees’ displeasure only when their commitment is low. Accordingly, they
concluded, “organisations may benefit from creating situations that enable their employees
to feel committed” (p. 556). Leong et al.’s (1996) study failed to establish any substantial
mediating effect of commitment on stress-outcome relationships. They suggested that the
impact of commitment on the outcome variables seems to be a direct effect. Unlike
previous studies, King and Sethi (1997) adopted a multidimensional measurement of
commitment to examine the mediating nature of commitment. The study results confirmed
the mediating role of commitment. More specifically, affective commitment was found to
mediate the relationship between stressors and burnout; however, continuance
commitment’s mediating role was not supported. King and Sethi concluded that affective
commitment shields employees from the negative consequences of stress.

On the other hand, the goal-performance relationship is also one of the most interesting
issues in the management literature where commitment also plays a considerable role as a
mediating construct. Many studies (e.g., Tubbs and Dahl, 1991; Stone and Hollenbeck,
1989 and Harrison and Liska, 1994) have attempted to explored commitment’s impact on
the goal-performance relationship. It is generally assumed that committed employees are
more prepared to achieve organisational goals than non-committed employees.
Furthermore, the antecedents and consequences of commitment are inevitable issues in
commitment research. Indeed, commitment studies often revolve around these two topics.
Although many studies have investigated commitment’s role in mediating the relationships
between its antecedent and consequence variables, Mowday et al. (1982) and Mathieu and
Zajac (1990) are the most widely recognised studies in this field. Mowday et al.’s meta-
analysis defined four groups of antecedents and five groups of consequences; however,
Mathieu and Zajac’s meta-analysis of the antecedents and consequences of commitment
reported five antecedents and only one outcome. The results of the both studies are

summarised in figure (2-2) below.
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Figure 2-2: The antecedents and consequences of organisational commitment.
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As can be seen from figure (2-2), commitment mediates antecedent-consequence
relationships. In other words, the antecedents predict commitment, and commitment in turn
predicts the consequences. As mentioned earlier, the relationships between commitment
and its antecedents and consequences are not well explored in the management literature
(Meyer, 1997). However, meta-analysis of the few studies conducted in the antecedent
field reveals that commitment is more strongly related to work environment factors than to
the demographic variables. According to Meyer (1997, p. 179), “the results [meta-analytic
investigations] of analysis involving antecedent variables ... suggest that commitment is
more strongly related to characteristics of the job and work situation than to personal or
structural characteristics”.

Apart from stress-outcomes, goal-performance and antecedent-consequence
relationships, commitment has also been used as a mediating variable in various
management issues. For example, Ferris (1981) examined commitment’s role in mediating
the relationships between some antecedent variables and employee performance.
Commitment was found to mediate the relationship between work related characteristics
and employee performance. Schaubrock and Ganster (1991) investigated affective
commitment’s role in mediating the relationship between intrinsic satisfaction and
voluntarism. The results revealed that “affective commitment was positively related to
voluntarism and it appeared to explain the relationship between intrinsic satisfaction and
voluntarism” (p. 578). Arguing that ‘the key mediating construct’ view that they proposed
is “a step that no theoretical or empirical work has undertaken” (p. 1570), Morgan and Hunt

(1994) studied organisational commitment’s effect on the relationships between
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constituency-specific commitments (e.g., managers and work) and work outcomes (e.g.,
absenteeism).  The results confirmed the hypothesised mediating role of global
commitment. In an attempt to explain why individuals sometimes feel strongly committed
to completely unsatisfying relationship, Rusbult and Martz (1995) examined commitment’s
role in mediating satisfaction, quality of alternative (s) and investment size relationships
with stay/leave decision. They suggested that “decisions to remain in or to end a
relationship are most directly mediated by feelings of commitment” (p. 559). Rusbult and
Martz found that feelings of commitment completely mediated any link between
satisfaction and stay/leave decisions; largely but not wholly mediated the investment-
stay/leave relationship and partially mediated the alternative (s) quality-stay/leave
relationship. It is worth mentioning that the results of this study are in line with the basic
ideas of continuance commitment that were discussed earlier. Some individuals are
committed to maintain unsatisfying relationships, because the magnitude of investments
and/or the quality or the numbers of alternatives are poor or limited.

Vandewalle, Dyne and Kostova (1995) found that commitment fully mediated the
relationship between psychological ownership and extra-role behaviour. Davy, Kinicki and
Scheck’s (1997) study revealed that commitment played a partial role in mediating the
relationships between job security and satisfaction and withdrawal cognitions. Tompson
and Werner (1997) examined commitment’s role in mediating the relationship between
inter-role conflict and organisational citizenship behaviour (OCB). They found that
commitment fully mediated the relationship between role conflict and one of the OCB
dimensions. Allen and Rush (1998) investigated commitment’s role in mediating the
relationship between OCB and performance judgements. They found that “... perceived
affective commitment mediated the relationship between OCB and overall evaluation” (p.
247).

To conclude, there is wide theoretical agreement that commitment plays an important
mediating role in work organisations. However, few studies have attempted to empirically
investigate this role. As mentioned earlier, most of these few studies have applied
unidimensional scales to measure commitment, which is now widely viewed as a

multidimensional construct.
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2.3.4. THE IMPORTANCE OF ORGANISATIONAL COMMITMENT

Despite the inconsistent findings of commitment research, and the variation in its
conceptualisation, there is a general agreement among researchers that commitment is an
important organisational concept. About 40 years ago, Lawrence’s (1958) study identified
the necessity and rationale for research in this area when he asserted, “ideally, we would
want one sentiment to be dominant in all employees from top to bottom, namely a complete
loyalty to the organisational purpose” (p. 208, cited in Randall, 1987). Mowday et al.
(1982) have argued that commitment is important for employees, organisations, and
societies. They stated that “there are many instances where organisations need individual
members, especially those in critical positions, to perform above and beyond the call of
duty for the benefit of the organisation” (p. 15). Mowday et al. contended that committed
employees are likely to perform above and beyond the call of duty, and are likely to put
forth much effort to achieve the organisational goals. Likewise, Mathieq and Zajac (1990)
argued that committed employees are likely to engage in extra role behaviours, such as
creativity and innovation. They argued that commitment is not only important for work
organisations, but “... a society as a whole tends to benefit from employees’ organisational
commitment in terms of lower rates of job movement and perhaps higher national
productivity or work quality or both” (p. 171). Similarly, Meyer and Allen (1997) proposed
that having a committed workforce would clearly appear to be an advantage, and that the
individual benefits from being committed to his/her organisation. Thus there is a general
agreement among researchers that commitment is a positive organisational phenomenon,
and that it has a positive influence on employees’ behaviour and work outcomes. The most
important features of commitment cited by researchers are:
1) It improves employees’ performance. Committed employees are assumed to be

motivated to work hard and put forth much effort than the less committed employees.
2) It fosters better superior-subordinate relationships.
3) It enhances organisational development, growth and survival.
4) It improves work environment.
5) It negatively influences withdrawal behaviour, such as turnover, lateness and
absenteeism.

6) It has positive impacts on employees’ readiness to innovate and create.

On the other hand, some researchers argue that commitment is a negative organisational

construct, because the ‘blind’ commitment to an organisation can lead employees to accept
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the status quo, even if it timely means that the company loses its ability to innovate and
adapt to change (Randall, 1987). More recently, a group of researchers (e.g., Baruch, 1998
and Carson, Carson, Roe, Birkenmeier and Philips 1999) have started doubting the
suitability of commitment to today’s fast changing environment, especially in the Western
context. They argue that employees can no longer afford to be committed to their
employers in this era of downsizing, re-structuring and re-engineering. They suggest that
some other organisational concepts, such as procedural and distributive justice, trust and
communication may predict employees’ behaviour and work outcomes more accurately
than commitment. However, the majority of researchers, mentioned earlier, suggest that in
this era of diverse work teams and environments, “understanding commitment and how it
develops is as important now as it ever was” (Meyer and Allen, 1997, p. 6). In addition, it
is commitment that shields employees from the stress of downsizing and other stressing
features of work environment (King and Sethi, 1997). Arguing ghat the study of
commitment is not outdated, Meyer and Allen (1997) suggested three reasons for the
continuous viability of this construct. Firstly, organisations are not disappearing; they must
maintain a core of people who are the organisation. Secondly, organisations that contract
out work to other firms or people will still be concerned about the commitment of these
others. Lastly, commitment develops naturally, and people feel that they need to be
committed to something. Thus, “if they become less committed to organisations,
employees may channel their commitment in other directions” (p. 5). Furthermore, some
researchers argue that one of the year 2000 key issues is OC. According to ADL Associates
(1998) one of the most critical issues for the 2l1st century is building employees’
commitment in diverse work teams and environments. In their recent book entitled
‘Commitment: if you build it ... RESULTS will come’, ADL Associates argue that:

Today’s workplace is enveloped by the fear of downsizing, loss of job
security, overwhelming change in technology and the stress of having to
do more with less ... [Therefore] managers [should] establish the type of
caring, spirited workplace that will ignite employee commitment (1998,

p. 6).
Moreover, a recent study by the Small Business Organisations (SBO), which is a state
sponsored organisation in USA, argues that organisations should build and maintain OC in
order to survive and succeed in the year 2000. In their words:

Whether you are a one or two-man organisation or larger-business you
need to look at the year 2000 problem as a business issue rather than a
technology issue. While you will need technical help to fully understand
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and fix the problem - it is the business problem that you cannot ignore.
Commitment from everyone in your organisation insures full buy-in for
the task at hand (www.sba.gov, researchers’ emphasis added).

Likewise, Schuster (1998) argues that “in an era in which organisations frequently
confront the necessity of massive change, committed employees can be an extremely
valuable organisational resource in facilitating rapid adaptation to changing conditions” (p.
51). Hence, the majority of researchers suggest that commitment is important for the

success of the organisation, the development of individuals and the wellbeing of society.

2.4 WORK PERFORMANCE

The performance of employees is a cornerstone in developing the effectiveness and
success of any organisation. Therefore, there is a growing interest in developing
employees’ performance through continuous training and development programmes. In
recent years, performance management has come to the fore as organisations seek
constantly to optimise their human resources in the face of growing competitive pressures.
Unlike work environment and commitment, there is a general agreement among researchers
that it is an important organisational concept. Therefore, there is a general agreement
among researchers on its definition. For example, McEyoy and Cascio (1989) defined it
as an “accomplishment of assigned tasks” (p. 309). To energise employee motivation,
McEyoy and Cascio suggested that the definition of performance includes a description of
what is expected of employees, plus the continuous orientation of employees toward
effective performance. They argued that performance description includes three elements,
namely goals, measures, and assessment. Furthermore, Campbell and McCloy, Oppler and
Sager (1993), contended that performance is not the consequence or result of action, but
that it is the action itself. They define performance as “those actions or behaviours that are
relevant to the organisation’s goals and that can be scaled (measured) in terms of each
individual’s proficiency (that is, level of contribution)” (p. 40). Although they are distinct
from the performance concept, effectiveness and productivity variables are sometimes used
in the management literature as synonymous with performance. Effectiveness refers to the
evaluation of the outcomes of performance. It is the result of the aggregate performance of
all employees at all management levels. According to Campbell et al. (1993, p. 41), “...
rewarding or punishing individuals on the basis of effectiveness may be unfair and

counterproductive”. Employees should be rewarded or punished based on performance not
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effectiveness, because the organisation cannot know who is performing better and who is
performing less well.  When the system of reward and punishment is based on
effectiveness, high performing employees will be frustrated because the organisation
equates them and their poorer performing counterparts. This frustration may negatively
influence their commitment and performance, and thus organisational effectiveness. On the
other hand, the lower performing employees will be happy at the expense of the high
performing employees, because they are sharing rewards or punishments with them. This
equation between low and high performing employees may motivate the poor performers to
sustain the same line of poor activity. In this context, some researchers argue that
performance-related-pay (PRP) schemes of reward are important to improve employees’
performance and organisational success. PRP schemes call for rewarding individual
employees on the basis of their performance. PRP can be defined as “a method of payment
where an individual employee receives increases in pay based wholly or partly on the
regular and systematic assessment of job performance” (Advisory, Conciliation and
Arbitration Services- ACAS, 1996, p. 8). For example, Stern and Stewart (1993) argued
that “long-term, pay-for-performance plans must reconcile three conflicting and possibly
irreconcilable objectives: retaining key executives, creating strong incentives for
performance and controlling excessive costs” (p. 84). Similarly, Booth and Frank (1999)
suggested that “jobs with performance-related (PRP) pay attract workers of higher ability
and induce workers to provide greater effort” (p. 447). Nonetheless, the debate over the
advantage and disadvantage of PRP is far from over. Productivity is the ratio of output
(effectiveness) to the cost of achieving that level of effectiveness (input). The term
productivity is mainly used as a relative index of how well a group, organisation, industry
or economy is functioning.

On the other hand, there are many situational factors that must be taken into
consideration when looking for high performing employees. Kane (1993) argued that “the
importance of environmental influences of work situations as determinants in individual
performance has been overlooked by theorists” (p. 84). In fact, not only do theorists often
not consider the work environment effect on the employees’ performance, even
organisations, especially in the Third World do not consider it as an important factor.
Dobbins, Cardy, Facteau, and Miller (1993) argued that these situational constraints have

the potential to exert a significant influence on the performance evaluation process, not only
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the performance of employees. Mabey and Salaman (1995) argued that performance
evaluation consist of five main steps:

(1) Setting performance.

(2) Measuring outcome.

(3) Feedback of results.

(4) Rewards linked to outcome.

(5) Amendments to objectives and activities.
In the third step of this evaluation cycle, employees must be afforded the opportunity to
point out the factors that determine their performance’s strength or weakness for future
development or avoidance. The employee is the best one to know about these factors, and
this could be the reason for the adoption of the self-rating system recently by some
organisations. Farh, Dobbins, and Cheng (1991) argued that “self-ratings have the potential
to increase the effectiveness of appraisal systems, resulting in higher levels of appraisal
satisfaction and perceptions of procedural justice and fairmness” (p. 129). On the other hand,
some other researchers argue that the performance appraisal is an integral part of the
managerial role; therefore, it should be undertaken by the person with immediate
management accountability (Anderson, 1993). Thus, who should evaluate performance?
How are self-and supervisor rated performance related? And how many dimensions are
there in work performance? All these issues will be addressed in detail in the next chapter.
However, in the following section, the relationships of performance with both work

environment and commitment will be examined.

2.5 THE RELATIONSHIPS BETWEEN PWE, OC AND PERFORMANCE IN THE
MANAGEMENT LITERATURE.

Numerous studies have been conducted on work environment; commitment and
performance as separate concepts, or in relation with some other organisational concepts;
but little has been done to investigate the relationships between these three constructs.
Nonetheless, there is theoretical agreement among researchers that these three variables are
related to each other, and that their interplay has some effect on employees’ behaviour and
work outcomes. Steers (1977) for example asserted that:

Individuals come to an organisation with certain needs, desires, skills
and so forth, and expect to find a work environment where they can
utilise their abilities and satisfy many of their basic needs. When the
organisation provides such a vehicle ... the likelihood of increasing
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commitment [and performance] is ... enhanced (p. 47, researcher’s
emphasis added).
Likewise, Ostroff (1993) suggested that “congruence between [work environment] and
individual’s personal orientations would lead to higher satisfaction, commitment,
involvement in work, adjustment to work, and performance” (p. 56).

Considering work environment as an independent variable, Pritchard and Karasick
(1973) examined its effect on managerial job performance. The results of surveying 76
managers revealed that there was small positive correlation between two dimensions of
work environment, namely level of rewards and achievement, and job performance. They
suggested that the causal link between work environment and outcome variables should be
investigated, and that “... individual’s performance ... can influence his perceptions of
climate or even the climate itself” (p. 143).

Using work environment as a mediating variable, Lawler, Hall and_Oldham (1974)
examined its impact on organisational performance. The mediation hypothesis was not
supported, but a positive relationship between work environment and performance was
reported. Surveying 149 employees from various business sectors, Welsh and LaVan
(1981) investigated the relationship between work environment and employees’

[33

commitment. The study results revealed that all of the climate variables [i.e.
dimensions] were significantly and positively related to organisational commitment” (p.
1086).

Angle and Perry (1981) studied commitment and organisational effectiveness in 24 bus
service organisations. They found that organisational commitment and its two factors
(commitment to stay and value commitment) were negatively and significantly related to
separation rate, as one of the performance facets. However, only organisational and value
commitments were significantly and negatively related to “tardiness”. Angle and Perry

concluded:

The overall pattern of relationship between various performance indicators
and the two commitment sub-scales, though inconclusive, suggests follow-up
research. The relationship between commitment and behaviour very likely
depends on the form that commitment takes. Rather than assuming a simplistic
relationship between commitment and positive performance outcomes,
organisational researchers will have to begin to deal with more complex
factors (p. 12).

Joyce and Slocum (1982) tested the relationship between work environment and

performance by surveying 178 first-line foremen from three plants. Using work
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environment as an independent variable and performance as a dependent variable, Joyce
and Slocum found that a large amount of variance in employees’ job performance was
explained by perceived work environment. Mowday et al.’s (1982) meta-analysis study
examined the commitment-performance relationship. Commitment was found to be weakly
related to both objective and subjective ratings of employees’ performance (.14 and .05
respectively). The concluded “the least encouraging finding that has emerged from studies
of commitment is a rather weak relationship between commitment and job performance” (p.
35).

DeCotii and Summers (1987) explored the attitudinal model of commitment by
surveying 368 managerial employees of a restaurant. The results showed that work
environment was predictive of employees’ commitment. In addition, organisational
commitment was found to be predictive of individual motivation and objective job
performance, but not of subjective job performance. Jackofsky and Slocum (1988) studied
perceived work environment’s relationships with various work outcomes, including job
performance in 63 hotels. The results discovered that none of the seven facets of work
environment were related to job performance.

Meyer, Paunonen, Gellatly, Goffin and Jackson (1989) investigated the relationship
between the performance of first-level managers in a large food service firm and their
commitment. Affective commitment correlated positively and continuance commitment
correlated negatively with employee performance. The results were interpreted as
distinguishing between commitment based on desire and commitment based on need.
Meyer et al. called for directing organisational efforts to foster affective commitment in
employees.

Tziner and Falbe (1990) explored work attitude and performance relationships in four
plants of a large industrial company in Israel. The study results revealed a significant and
positive relationship between commitment and employee job performance.

In a meta-analytic study to investigate the antecedents, correlates and consequences of
organisational commitment, Mathieu and Zajac (1990) found that “commitment has
relatively little direct influence on performance in most instances” (p. 184). Both affective
and continuance commitments were positively related to performance; however, both
correlations were non-significant.

Brooks and Seers (1991) surveyed 1536 personnel, officers and civilians in USA. The

results revealed a strong, positive and significant relationship between perceived work
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environment and organisational commitment. Motivated by March and Simon’s (1958)
argument that “decisions by workers to participate in an organisation reflect different
considerations from decisions to produce” (p. 83), Meyer and Schoorman (1992) attempted
to explore participation and production factors in a financial institution. Value commitment
(production factor) was found to be positively and significantly related to employee
performance; however, continuance commitment (participation factor) was found to be
negatively, yet non-significantly, related to performance. They concluded that, “ ...
individuals who are value committed may indicate that they intend to stay in an
organisation, but if they are continuance-committed, will leave when the opportunity
presents itself” (p. 681).

Guzley (1992) tested the role of perceived work environment in predicting commitment
to the organisation. He surveyed 237 employees from a service organisation. The “results
of multiple regression analysis indicated that the independent variables (organisational
clarity, superior-subordinate communication, and participation) accounted for 41% of the
variance in commitment (R = .647, adjusted R?= 411)” (p. 393). Guzley concluded that
the more favourable the perceived work environment, the higher the level of organisational
commitment. Arguing that organisational “commitment is an outcome of better
organisational conditions” (p. 37), Mishra (1992) examined the relationship between
perceived work environment and commitment in the Indian context. The study sample
consisted of 200 front line and middle level executives from two industrial companies.
Mishra found that employees’ perceptions of work environment tended to influence their
commitment levels. More specifically, the nine work environment dimensions used in the
study were positively and significantly related to commitment, and explained 37% of the
variance in this variable. Mishra suggested that the “feeling of commitment is a value
oriented phenomenon; Good pay or promotion alone cannot bring it” (p. 40, Mishra’s
emphasis).

Luthans, Wahl and Steinhans (1993) surveyed 19 banks and 85 tellers to study the
relationship between supportive work environment and commitment. Luthans et al. found
some differences between the various dimensions of supportive environment and
organisational commitment. Generally, the quantitative and qualitative analysis of the bank
tellers revealed a positive and significant relationship between supportive work
environment and commitment. Leong, Randall and Cote (1994) surveyed a sample of

salespeople to explore the commitment-performance relationship in 16 Singaporean life
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insurance companies. Results “revealed the influence of organisational commitment was
mediated by working hard, and to a lesser extent, working smart” (p. 57). However, the
researchers did not test the mediating role of working hard and smart, nor did they examine
the direct relationship between commitment and performance.

Motivated by Meyer et al.’s suggestion that “... it is the nature of the commitment that
counts” (p. 152), Angle and Lawson (1994) tried to explore the nature of the commitment-
performance relationship from a different perspective by surveying 778 employees from an
industrial company in the United States (U.S.). They found that:

Neither affective commitment nor continuance commitment was related to

either of the global performance measures. Affective commitment was related

to two of the four performance facets ... This pattern of relationship did not

hold for continuance commitment, which was unrelated to any of the facet-

specific performance measures (p. 1544).
Angle and Lawson suggested that the strength of the relationship between performance and
commitment vary for different facets of performance as well as for different components of
commitment. They concluded that affective commitment makes an employee want to be a
better problem solver, and that it is “the nature of the performance that counts” (p. 1549).

Assuming that “committed workers perform better because they have higher levels of
effort and motivation” (p. 238), Kalleberg and Marsden (1995) investigated the relationship
between organisational commitment and employee performance in the U.S. labour force.
The results revealed that neither affective nor continuance commitment were significantly
(< .05) related to any of the two facets of performance. However, the effort variable, which
was conceptualised as one of the commitment’s dimensions, was found to be significantly
related to the both factors of performance.

Shore, Barksdale and Shore (1995) explored managerial perceptions (231 managers) of
employee (339 employees) commitment to the organisation. They found that “job
performance was not associated with either manager-rated affective or continuance
commitment” (p. 1606). Stressing Barnard’s (1938, p. 83) conceptualisation of
organisational commitment (the “willingness of a person to contribute efforts to the co-
operative system”), Brewer (1996) studied commitment and work environment in a private
bus industry (179 employees). The study results revealed that:

Organisational commitment was significantly correlated (p < 0.001)
with all factors, suggesting the importance of managerial strategy,
satisfaction with work context and challenging work as important in
shaping employee identification, involvement and loyalty (p. 30).
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Brewer concluded that the way people feel about their jobs is greatly influenced by
work environment factors.

Tang and Baldwin (1996) applied two measures of commitment to investigate its
relationship with performance, namely: Porter’s et al. (1974) scale (OCQ, 15-items)
and the Index of Organisational Commitment (IOC, 4-items) measure (Herbiniack &
Alutto, 1972). They surveyed 200 employees from a medical organisation in the
U.S.. Surprisingly, the study findings revealed that performance was significantly
and positively related to OCQ (r = .47, p < .05) and negatively to IOC (r=-35,p <
.05). Since the focus of the study was the relationship between distributive and
procedural justice and commitment and satisfaction, the researchers provided no
explanation for these contradictory results.

Arguing that “the time has now come to analyse organisational commitment in
other countries [non-western] and make cross-cultural comparisons” (p. 979),
Sommer, Bae and Luthans (1996) examined commitment’s relationship with
perceived work environment in the Korean context. The study sample was composed
of 2150 Korean employees. They found that “... perceptions of the [work
environment] of these Korean employees was directly related [r = .69, p < .001] to
their commitment. Korean employees and managers who had more positive climate
perceptions had higher levels of organisational commitment” (p. 986). Sommer et al.
suggested that a positive climate is related to higher levels of commitment, and that
commitment increases as employees feel more comfortable in the organisation.

Suggesting that committed employees are likely to prioritise the interests of the
organisation and to pursue innovative and profitable solutions on its behalf, Fogarty
(1996) studied work environment and commitment in a large international
accounting firm. The analysis of 460 responses revealed that work environment
factors were significant predictors of employee commitment. McCue and Wright
(1996) examined the effect of workplace experience on employees’ commitment in
an accounting company (328 subjects). They found a negative, yet non-significant,
relationship between perceived work environment and commitment.

Suggesting that “although overall commitment to organisations appears to be
largely unrelated to job performance, it is possible that there is a relationship between
commitment as a multidimensional phenomenon and performance” (p. 465), Becker,

Billings, Eveleth and Gilbert (1996) examined the foci and bases of employee
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commitment and its implications for job performance. They found that job
performance was weakly, yet non-significantly, related to organisational, affective
and normative commitments.

Motivated by the recent multidimensional approach to commitment, Randall and
O’Driscoll (1997) attempted to explore affective and continuance commitments’
relationships with some organisational constructs including job performance. The
study sample was composed of 1491 employee from two dairy co-operatives.
Results revealed that affective commitment was significantly and positively related to
affective commitment; however, continuance commitment was not related. They
concluded that continuancely committed employees:

... May adopt a global, negative attitude toward the organisation and its
various facets, ... [and that] if, as is likely, the current trend of corporate
downsizing continues ... and human capital remains abundant, managers
will need to cope with numerous performance challenges from increasing
ranks of calculatively committed workers (p. 615).

Suggesting that ‘ignoring commitment is costly’, Benkhoff (1997a) attempted to
establish the missing link between financial performance and commitment by incorporating
different measures for both variables. Forty-one banks and 340 employees were co-opted in
the study. Results showed that “... employee commitment is significantly related to the
financial success of bank branches” (p. 701). Benkhoff concluded, “... a new approach to
measuring commitment can bring out the importance of commitment for business success.
Even after 35 years of frustrating results, commitment still promises to be an exciting
research issue” (p. 720).

Orpen (1997) surveyed 87 employees to examine the commitment-performance
relationship in an industrial company. Commitment was found to be positively, yet non-
significantly, related to employee job performance. Keller (1997) tested the commitment-
job performance relationship in the U.S. A sample of 532 scientists and engineers from
four companies were surveyed. No relationship was found between the two variables.

Caruana, Ewing and Ramaseshan (1997) investigated the relationship between
commitment and performance in the Australian public sector (502 subjects). They found
that affective commitment was positively and significantly related to performance;
however, continuance and normative commitments were not significantly related.

Arguing that “studies of the commitment-performance relationship that are available

have been hampered by a limited conceptual framework™ (p. 621), Somers and Birnbaum
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(1998) examined the commitment-performance relationship by surveying a sample (109) of
hospital employees. Neither affective commitment nor continuance commitment was found
to be significantly related to job performance, regardless of the dimension of performance
considered. Gupta, Prinzinger and Messerchmidt (1998) studied the role of organisational
commitment in advanced manufacturing technology. The results of surveying 101
employees showed that commitment significantly explained much of the variance (R*= 61)
in employee performance.

Allen and Rush (1998) surveyed 80 managers and 148 employees of an industrial
company in the U.S. to test the impact of commitment on employee job performance. They
found that commitment has a significant and positive impact on employees’ performance.
Levy and Williams (1998) conducted two studies to examine the commitment-performance
relationship in some banking institutions (62 subjects). In the first study, commitment was
found to be positively and significantly related to performance; however, it was found to be
negatively, yet non-significantly, related to performance in the second study.

Arguing that “the empirical relationship between OC and employee performance has
been weaker than the theoretical relationship” (p. 372), Slocombe and Dougherty (1998)
explored effect of commitment on employee behaviour. Results of surveying 414 graduates
of a business school revealed a significant and positive relationship between commitment
and performance. Randall, Cropanzano, Bormann and Birjulin (1999) surveyed 128
employees from three industrial firms to examine the relationships between commitment
and its facets and employee job performance. Affective commitment was found to be
positively and significantly related to performance; however, continuance commitment was
not significantly related.

As far as Jordan and other Arab countries are concerned, there is a theoretical belief that
work environment, commitment and performance are important issues for work
organisations, and that:

[Organisational commitment] improves the trust between employees,
managers, owners and other concerned parties of any organisation. ...
Therefore, it fosters better superior-subordinate relationships and
improves organisational climate [and employees’ performance].
Stronger and more generalisable commitment may enhance development,
growth and survival (Awamleh, 1996, p. 65).

Nonetheless, no study, to the best of the researcher’s knowledge, has empirically examined

the nature, direction and significance of the relationships between these three constructs,
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i.e., work environment, commitment and performance. In addition, few studies have
examined the work environment-performance and commitment-performance relationships
in the Arabic context.

Al-Qattan (1987) examined the relationship between commitment and performance in
Saudi Arabia. The study sample included 270 Asian, Arabian (non-Saudi), Saudi nationals
and Western employees working in Saudi organisations. The results revealed a positive and
significant relationship between commitment and performance. Moreover, Arabian and
Asian workers showed greater commitment than did Western and Saudi workers.

Al-shamman (1990) administered a questionnaire containing eleven factors of work
environment to study its relationship with the financial performance of some industrial
organisations in Jordan. The study sample composed of 400 employees from the three
managerial levels (bottom, middle and top). The study failed to establish a significant link
between these two constructs. Nevertheless, Al-shammari conducted another study in 1994
to examine the work environment-financial performance relationship. Unfortunately, the
study results revealed similar findings to those found in the 1990 study. The researcher
suggested three possible explanations for the failure to establish a positive climate-financial
performance link. In his words:

(1) The concept of [work environment] is not positively bound to financial
measures of organisational performance only in the context of Jordanian
manufacturing companies. (2) Some other climate and performance
measures (not included in the study) may exhibit positive and significant
relationships. (3) Some other uncontrollable influences on the climate-
performance relationship linkage were not accounted for (p. 56).

Awamleh (1996) studied organisational commitment in Jordanian civil service
organisations. The study sample composed of 100 managers from 24 ministries and nine

central departments. The study results revealed that:

Respondents have given a relatively high assessment of seven elements with
potential for improving managers’ commitment in the civil service in
Jordan. These factors include motivation, education, development,
equitable standards and improving organisational climate, security and
stability. Means for these elements ranged between 3.54-3.94 on the 5-point
scales (p. 72, Researcher’s emphasis added).

Awamleh suggested that “work conditions strongly affect work commitment levels among

many different groups of people” (p. 69).

53



Yousef (1997) studied satisfaction, job security, organisational commitment and job
performance in the United Arab Emirates. He surveyed 447 employees from various
organisations, and found “... a positive correlation, although not very strong, between
satisfaction with job security and organisational commitment, as well as between
satisfaction with job security and performance” (p. 192). Unfortunately, the researcher did
not investigate the direct relationship between commitment and performance.

Suliman and Iles (1998b) surveyed 115 employees to examine the commitment-
performance relationship in three Jordanian industries. They found significant and positive
relationships between organisational, affective, normative and continuance commitments on
one hand, and employees’ performance on the other hand. The results also revealed that
organisational commitment’s relationship with performance was stronger than any one of
the three dimensions’ relationships. According to this result they concluded:

Drawing on Meyer et al.’s (1989) study, Angle and Lawson (1994), for
example, found that neither affective nor continuance commitment was related
to an overall performance measure. Therefore they proposed that it is not only
the nature of commitment that counts, but also the nature of the performance.
We would agree with both suggestions, but would also add that the overall
commitment and performance count more. This result implies that the
employee who is affectively attached to his or her organisation, values his or
her investments in it, and feels a moral obligation to maintain membership,
will show higher performance than one who is merely affectively,
continuancely or normatively committed. Therefore, organisations may gain
more by attaching employees, increasing their investments, and making them
obliged to fulfil their goals (p. 14).

Hence, it can be concluded that the issues of work environment, commitment and
performance and their relationships with each other, as well as with other organisational
concepts remain unexplored in the Arabic context. Considering the previous presentation
of both Western and non-western studies’ results, some important issues can be discussed.

Firstly, very few studies have examined work environment’s role in influencing
employees’ commitment and performance, as well as commitment’s impact on
performance. In the light of current developments in the management literature, the results
of most, if not all, of these few studies are less reliable. Three reasons can be given for the
weaknesses of these studies:

(1) Most of these studies have measured work environment using some well-known scales,
such as Litwin and Stringer (1968) and Payne and Pheysey (1971). The problem with these

scales is that they were primarily developed to examine the work environments of the
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1960s and 1970s, which were more stable, homogeneous and less threatening than the
current work environment. Although the traditional work environment factors used in
these scales (e.g., task characteristics) are still important, some other recent factors, such as
procedural justice and innovation are viewed as more important in today’s workplace,
because:

Factors such as increased competition, changes in the regulatory
environment, the impact of technology, and shifts in customer
expectations have created a turbulent business environment in which the
ability to continuously adapt to change is critical for success (Hoopes,

1999, p. 90).
The modern organisations’ processes of adaptation to change have introduced into the
recent work environment some new concepts, which were not well known in the 1960s and
1970s, for example, re-engineering, delayering, downsizing and corporate restructuring are
common features of recent workplace, which have significant impacts on employees’
behaviour and work outcomes.
(2) Most of Western and non-western studies have conceptualised organisational
commitment as a unidimensional concept, rather than a multifaceted construct. Now there
is a general agreement that this unidimensional view of commitment was the major problem
in inconsistent findings produced by commitment studies, and that Porter er al.’s (1974)
scale and definition of commitment (which dominated commitment studies for more than
two decades) is not reliable scale (e.g., Benkhoff, 1997a, 1997b; Meyer and Allen, 1996;
Lydka, 1994 and Suliman and Iles, 1998b). The problem associated with the application of
the unidimensional approach, and Porter et al.’s scale, will be discussed in detail in the next
chapter.
(3) As can be seen from the previous discussion of studies, most analyses in Western and
non-western contexts have conceptualised performance as a unidimensional concept rather
than as a multidimensional variable. More specifically, most of these studies have
examined employee job performance which is now viewed as one of the factors in work
performance (e.g., Farh et al., 1991, Angle and Lawson, 1994,Yu and Murphy, 1993).
Some other performance factors, such as readiness to innovate and work enthusiasm which
were disregarded in past studies are vital factors in the development and growth of work
organisations. In this context, Baghai, Bradshaw, Coley and White (1999) argued that:

The ability to create a continuous pipeline of new businesses representing
new sources of profit is what distinguishes corporations that continue to
grow. These exemplary performers can innovate their core businesses and
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build new ones at the same time. Unfortunately, companies boasting
pipelines are the exception. Building and managing a continuous pipeline of
business creation is the central challenge of sustained growth. A vital factor
in meeting this challenge is creating performance metrics that reflects the
growth horizon of each business segment. If a company relies on one
management system across its entire organisation, it is making the tacit
assumption that all parts of the organisation have similar management
needs (p. 16).
The multidimensionality of performance will also be discussed in some detail in later
chapters (three and seven).

Secondly, some studies (e.g., Shore et al., 1995) which examined the commitment-
performance relationship used supervisor ratings of commitment to measure employees’
commitment. Since commitment is directly related to employees’ feelings and attitudes, it
will be difficult for supervisors to assess it. Thus, using supervisor-ratings to measure
employees’ commitment may have played a part in the inconsistent findings reported in the
management literature.

Lastly, most western and non-western studies (e.g., Al-shammari, 1990, 1994) which
have examined the role of work environment in influencing performance used financial
measures (e.g., sales, profit and assets) to test organisational performance. More recently,
this tendency to link work environment and financial performance has been criticised by
some scholars. For example, Schneider (1990) suggested that work environment is more
related to employees’ behaviour and work outcomes, and that the usefulness of the concept
is not to be found in terms of sales growth, growth of profits or any other indicator of the
financial performance, but in the understanding it yields about the organisation as a human
system. Sparrow and Gaston (1996) confirmed Schneider’s argument, and suggested that
work environments “... causal link to performance must be inferred on the basis of
motivation theories that suggest work motivation ... generates salient organisational
behaviours” (p. 680). Hence, work environment is expected to be more related to
employees’ performance rather than financial performance.

To summarise, there is a theoretical agreement that perceived work environment plays an
important role in affecting employees’ commitment and performance, and that commitment
influences employees’ performance. Few studies have attempted to explore these
relationships. Moreover, the results of these studies have been hampered by using improper
measures and by the misconceptualisation of constructs. This theoretical belief, which was

partially supported by the findings of some studies, can be empirically investigated if the
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right measures and the right conceptualisations are used. For example, there is a general
agreement among researchers that work environment, commitment and performance are
multidimensional concepts. Therefore, researchers need to overcome the unidimensional
view when examining these constructs’ relationships. Only then one can expect
encouraging results, and confirm or disconfirm the assumed theoretical relationships

between work environment, commitment and performance.

2.6. Concluding Remarks

This chapter has presented and discussed the literature on work environment, commitment
and performance. The first part of the chapter examined the definition, approaches and
importance of the work environment concept. Moreover, the relationships of this concept
with other overlapping constructs in the management literature were also discussed.

The second part looked at the concept of commitment, its nature, development, definition
and importance. Furthermore, the mediating nature of this construct was also discussed in
this chapter. The third part highlighted the importance of employees’ performance for work
organisations, and discussed its definition and relationships with some other overlapping
concepts. The last parts presented and discussed the results of previous studies which have
investigated the relationships between work environment, commitment and performance.

It was concluded that these three concepts are important organisational concepts, and that
there is a general agreement among researchers that work environment, commitment and
performance are related concepts. In addition, it was also suggested that the interplay of
these factors has an impact on an organisation’s success and development, and that the
failure of past studies to establish the missing link between these concepts was due to
misconceptualisation and weaknesses in measures used to examine these relationships.

The next chapter will provide more theoretical information about the concepts of work

environment, commitment and performance.
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Chapter Three

The Theoretical Framework



THE THEORETICAL FRAMEWORK OF THE STUDY

3.1 INTRODUCTION

This chapter provides some theoretical information about the constructs of work
environment, commitment and performance, which were introduced and defined in the
previous chapter.

The contents of this chapter are presented in four main parts. The first part is
concerned with a review of the dimensions of the work environment concept that have
emerged in the management literature. Moreover, the different measures of work
environment that were used in the previous studies are also discussed, compared with
each other and with the scale of work environment used in this study. The second part
examines the various approaches which have emerged in the management literature to
conceptualise the commitment concept. The third part examines the dimensions of the
commitment concept that have been reported by different scholars, and how researchers
have attempted to measure this construct based on the dimensions they have proposed.
The last part looks at the researchers’ attempts to conceptualise the performance

concept, and what factors they have suggested to conceptualise this construct.

3.2 THE DIMENSIONS AND MEASUREMENTS OF WORK ENVIRONMENT

The previous chapter has demonstrated that the concept of work environment has
been driven from different perspectives, and that there is no general agreement among
researchers with respect to its definition. Accordingly, different sets of dimensions and
different measures have been used in the management literature to conceptualise this
construct. The following measures and dimensions are examples:

Halpin and Crofts (1963) studied the work climate of schools in the United States.
To measure the work environment concept they used a scale composed of eight items,
namely: esprit, consideration, production, aloofness, disengagement, hindrance,
intimacy and trust. Similarly, Forehand and Gilmer (1964) suggested five dimensions
for measuring work environment, namely size, structure, systems complexity, leadership
pattern, and goal directions. Forehand and Gilmer argued that these five factors are
capable of assessing work environment; however, they did not explain the nature and
the number of items that constitute each dimensions. In other words, Forehand and
Gilmer suggested the number and type of work environment’s dimensions, but they did
not develop a complete scale to examine it. Moreover, Litwin and Stringer (1968) have

suggested eight dimensions of work environment, namely structure, responsibility,
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rewards, warms and support, risk, conflict and performance standard. This set of
components is widely recognised in the management literature, and the complete scale is
widely used to measure the work environment variable. However, Litwin and Stringer’s
scale suffers from a major limitation, i.e. the identity dimension. They conceptualised
employees’ identity as one of the work environment factors rather than an independent
organisational concept. Graham (1982) defined identity as “the degree of organisation
loyalty from the members. Do the members identify with the organisation and show
concern for it?” (p. 183). Thus, identity is used here as another name for the
organisational commitment concept.

As mentioned earlier, the terms loyalty, involvement, attachment and identification
are commonly used in the management literature to refer the psychological bond
between the employee and his/her organisation. Conceptualising commitment as a
factor of work environment may have negatively influenced the results of work
environment studies, because the majority of researchers have used Litwin and
Stringer’s scale to measure work environment. For example, Al-shammari (1990, 1994)
used this scale to examine the work environment-performance relationship. He failed to
establish a link between these two constructs in both studies, perhaps because he did not
use the right measure of work environment, as he suggested. Al-shammari concluded;
“the results of the study showed that the majority of respondents perceived a low level
of employees’ identity towards their organisations. That is, employees did not have a
feeling either being proud to belong to the company or to the work team” (1990, p. 299).
According to this result, Al-shammari (1990) suggested that the concept of commitment
did not exist in the Arabic context, including Jordan. As mentioned earlier, this
suggestion has negatively influenced the development of commitment research in the
Middle East. Using the right measures to examine the right concepts is essential for the
development of research, in any area and in any context. According to Benkhoff
(1997b) “with the help of better measures we will soon know more about the causes and
the consequences of employee attitudes” (p. 129)

Furthermore, Schneider and Bartlett (1968) examined individual differences and work
environment. To measure the work environment construct, Schneider and Bartlett used
a scale of six factors, namely: managerial support, managerial structure, concern for new
employees, intra-agency conflict, independence and overall satisfaction. Moreover,
Payne and Pheysey (1971) developed one of the most well-known scales of the work
environment, which they called the Business Organisational Climate Index (BOCI).

This scale consists of twenty dimensions such as job challenge, rules orientation and
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future orientation. In addition, Pritchard and Karasick (1973) examined the effect of
work environment on managerial job performance and satisfaction. They measured the
work environment variable using eleven factors, namely: autonomy, conflict vs co-
operation, social relations, level of rewards, performance-rewards dependency,
motivation to achieve, status polarisation, flexibility and innovation, decision
centralisation and supportiveness. Considering the outcomes of past research in this
field, Pritchard and Karasick argued that these dimensions are stable and clear, relevant
to theory and important. Similarly, Newman (1977) attempted to incorporate all the
previously mentioned dimensions into one scale in order to produce ‘a comprehensive
and reliable scale’ of work environment. He has suggested eleven dimensions as the
most important work environment factors, namely: supervisory style, task
characteristics, performance-reward relationships, co-workers relations, employee
competency, decision making policy, pressure to produce, employee work motivation
work space, equipment and arrangement of people and equipment and job responsibility.
By considering the above mentioned dimensions, it can be noticed that there is
homogeneity between the proposed factors of work environment; however, the labelling
of these facets is different. For example, what Halpin and Crofts’s (1963) called
‘consideration’ factors is called ‘warmth and support’ by Litwin and Stringer (1968),
‘managerial support’ by Schneider and Bartlett (1968), ‘managerial concern’ by Payne
and Pheysey (1971), ‘supportiveness’ by Pritchard and Karasick (1973) and ‘supervisory
style’ by Newman (1977). Thus, it can be suggested that “it is not necessary to build a
single list of climate components or even to reconcile the differences in labels and
terminology. But you do need to grasp the overall concept of climate as multifaceted
measure of the internal dimensions of an organisation” (Graham, 1982, p. 185).
Considering today’s workplace, permeated by the fear of re-engineering and
downsizing, reduced job security and the stress of having to do more work with less
rewards, it can be suggested that the use of the 1960s and 1970s work environment
factors alone may not accurately assess the current work environment. Unfortunately,
the majority, if not all, of the recent work environment studies (e.g., Jackofsky and
Slocum, 1988; Al-shammari, 1994; Sparrow and Gaston, 1996; Hemingway and Smith,
1999) have adopted the previously mentioned scales of the1960s and 1970s to measure
employees’ perceptions of work climate. The literature survey results revealed no new
or an updated scale of work environment; rather the work environment studies are
revolving around the dimensions that suggested by the 1960s and 1970s scholars. As

mentioned earlier, the work environment has changed, and is changing continuously.
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Therefore, there is a need to revise the previously suggested dimensions in a way that
facilitates the inclusion of new factors of work environment and eliminate the less
significant factors. It could be argued that the failure of past studies to establish a link
between work environment and other organisational concepts is due to the use of
yesterday’s measures to assess today’s fast changing work environment. In this context,
Sparrow and Gaston (1996) examined Payne and Pheysey’s (1971) scale of work
environment. They concluded:

By the 1990s a number of gaps in the coverage of the original

instrument were revealed as a result of organisational changes in the

last 20 years, such as the concern for customer service, developments

in quality, the impact of information technology, and the ability to

manage culture (p. 683).
Considering this fact, the current study has adopted 13 work environment factors to
examine the Jordanian employees’ perceptions of work environment. These are
presented and defined in chapter five of this study. These factors represent the key
variables of the current work environment; however, the scale also include some
conventional factors, which are still of value in today’s workplace, such as supervisory
style and task characteristics. The new factors are:
(1) Procedural justice: This is viewed (e.g., Tang and Baldwin, 1996 and Mossholder et
al., 1998) as one of the most important factors in today’s workplace. According to Lin

and Tyler (1988):

Organisations that ignore procedural justice concerns run the risk of
engendering negative organisational attitudes, dissatisfaction with
organisational outcomes of decisions, non-compliance with rules and
procedures, and, in some instances, lower performance (p. 61).

(2) Distributive justice: This concemns satisfaction with work outcomes. There is a
general agreement among researchers that distributive justice “leads to organisational
effectiveness” (Tang and Baldwin, 1996, p. 25). Together with procedural justice,
distributive justice constitutes the concept of organisational justice.

(3) Innovation climate: There is a general consensus among managers and researchers
about the importance of innovation for the success of the organisation, especially in
today’s increasing global economy, which is driven by information technology. In such
an environment resisting change is dangerous; organisations cannot be protected from
change regardless of their size, resources, or the excellence of their current offerings.
Thus, innovate or disappear. Kanter (1997) argued that innovation is one of the most

important issues for the modern organisation, and that even the most successful
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organisations cannot ignore it, because they will lose out if they do not cope with

innovation. She asserted:

Organisations must be courageous if they truly want to embrace
innovation and change. A company cannot enjoy the benefits of risk-
taking without being willing to try things no one has done before.
Leaders must nurture cultures of courage in which experiments,
questions and challenges are common. Courageous corporations are
not risk-takers, they are risk-reducers; they make it less risky for
people to champion products or ideas that depart from convention.
Innovation requires persistence. If innovating was easy, then
everybody else would be doing it already (p. 22).

Thus, the innovation climate is an important factor in today’s work environment.

(4) Fairness: This is one of the most important factors of work environment that
influence manager-employee relationships, employee-employee relationships and the
organisation-employee relationship. The employee’s perception of fairness in the
organisations’ procedures and processes is assumed to influence his/he; relationships
with the organisation, co-workers and managers, which in turn affect his/her behaviour
and work outcomes. Cottringer (1999), for example, argued that creating and managing
fairness is important for work organisation, because it has an impact on employees’
attitudes and performance. He concluded:

The first rule of good management is fundamental fairness. This is the

management gold rule: Treat employees the way you want to be

treated. This requires an attitude of openness and a keen sensitivity to

know when you are approaching the point of no return in crossing

over the line. Fundamental fairness means achieving a workable

balance between opposing behaviours, such as: 1) giving vs. taking, 2)

autocracy vs. democracy, 3) autonomy vs. supervision, 4) change vs.

stability, 5) aloofness vs. approachability, 6) idealism vs. realism, 7)

talking vs. listening, 8) simplicity vs. complexity, 9) organisation vs.

individual, and 10) thinking vs. acting (p. 13).
(5) Two-way communication: Developing an effective communication system which
facilitates the daily interactions between the employees and their supervisors is essential
for work organisations. More specifically, the employee-immediate supervisor
communication is assumed to have an impact on the employee’s commitment and
performance (Tang and Baldwin, 1996). Therefore, two-way communication is an
important factor in today’s workplace. Arguing that “creating a work environment that
is open, honest and responsive to all employees is critical to establishing employee

ownership” (p. 50), Kane (1996) suggested that having an effective two-way

communication system within the organisation fosters greater commitment and
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performance. Likewise, Sanchez (1999) argued that two-way communication is an
important factor in today’s business environment. He suggested some strategies for
creating successful employee communication in the information age. He concluded:

In today’s business environment, communicators face the complex
challenges of developing strategies and processes to manage the
communication function in ways that enhance the organisation’s
success. Broad-based communication must win the attention and co-
operation of employees. To meet these challenges, communicators and
senior management must work to establish proactive, well-defined
communication strategies that engage and align employees with the
organisation’s business goals (p. 9).

(6) Trust: This is an important factor of work environment that is increasingly assumed
to play an important role in determining employees’ commitment and performance. For
example, Cole and Cole (1999) suggested that the volatile corporate world of
downsizing, mergers and organisational restructuring have shattered employee security

and confidence. Therefore, gaining employee’s trust is essential. They asserted:

Perhaps no other component affects the working relationships as
much as trust. It is frequently referred to as the lubricant that makes
relationships work. In its absence, paranoia often runs rampant. Lack
of trust tears at the very fibers of creativity, feeling valued as an
employee and the commitment to produce at the 110% level (p. 3).

(7) Psychological contract: In the past, organisations used to have a clear understanding
about the second party’s (i.e., employees) beliefs and expectations, because the
psychological contract used to be reinforced by repeated contributions and reciprocity
over time, and there was a convergence (to a large extent) between the two parties
concerning their understanding of the nature of the contract (Rousseau, 1990).
Therefore, it was not an important issue for work organisations at that time. However,
in today’s diverse and fast changing work environment, the psychological contract is no
longer easily predictable. It has recently emerged as one of the most important work
environment factors that affect employees’ behaviour and work outcomes. According to
Stiles, Gratton, Truss, Hailey and McGoyern (1997, p. 57):

Organisations are now faced with new competitive conditions, and
have to cope with dynamic environments- organisations and
psychological contracts are now in transition. ...These developments
have brought performance management to centre stage: by specifying
the new performance requirements of employees as the result of
strategic change, and the rewards they will receive upon their
fulfilment, organisations define new expectations and so alter the
employment relationship. Employee flexibility, greater responsiveness
to changing incentives and willingness to absorb changes in the
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reward structure are key factors if organisations are to maintain their
positions within fluctuating markets

Hence, it is no surprise that the above factors of work environment were disregarded in
the previously mentioned scales of work climate, simply because they were not of
importance at that time, i.e. in the decades of the 1960s and 1970s. These well-known
scales (e.g., Litwin and Stringer, 1968 and Payne and Pheysey, 1971), are widely usable
in the recent management literature, were mainly tailored to assess the work
environments of the 1960s and 1970s where factors like innovation climate and two-
way communication were of less importance and in most cases not relevant. For
example, in the decades of the 1960s and 1970s the work environment was more stable;
therefore, organisations were not under pressure to innovate, because there was no rapid
change or strong competition and, generally, demand for organisational products was
more than supply. Thus, innovation climate was not an important factor of the work
environment at that time. On the contrary, in today’s fast changing work environment
of intensive global competition, organisations are under pressure to cope with change
through innovation. Furthermore, one-way communication or up-down communication
was one of the major features of the 1960s and 1970s organisations. Therefore, two-
way communication was a less relevant factor in the work environment at that time.
However, in today’s work environment, communication is an inevitable issue, especially
communication between the employee and his/her immediate supervisor. Thus, in a
work environment where nothing is certain anymore, the factors and measures that are
used to examine it should be revised and updated on a regular basis. For example, the
thirteen factors that are used in this study to examine the current Jordanian work
environment may not be of value in the year 2010. Accordingly, researchers must avoid
applying the measures of the 1960s and 1970s as complete packages to study the work
environment concept in this era of global, diverse, uncertain and fast changing work

environments.

3.3 CONCEPTUAL APPROACHES TO OC

From the previous discussion in chapter two, it can be noticed that researchers have
driven the concept of OC from different points of view. Some view it as an attitudinal
concept, whilst some other researchers contend that it is a behavioural concept. There
are another two groups of scholars who neither agree with the first opinion, nor with the
second view. Some of them prefer the normative based approach, whilst others argue
that OC cannot be explored without considering its multifaceted nature. Thus, four

different approaches to study OC have emerged in the management literature.
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3.3.1 THE ATTITUDINAL APPROACH

This is “the predominant approach [that] stresses the affective nature of commitment,
emphasising employee loyalty, identification and involvement, and a consequent desire
to exert effort for the organisation”. (Iles et al., 1990, p. 3). Unlike the OC construct
itself, most researchers (e.g., Oliver, 1990; Brown, 1996; Mowday et al., 1979) would
agree that exchange theories (e.g., Bamard, 1938; Homans, 1961) represent the
historical roots of this approach. Exchange theories assume that employees offer their
efforts (costs) in return for incentives (profits) given to them by their employing
organisation. The following simple model shows how this theory works:

Figure (3-1): The exchange theory.

Em;;?yetej’ Efforts l Organis?t;;gzzjtiztls fncentives
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Mowday et al. (1979) argued that “commitment often encompasses an exchange
relationship in which individuals attach themselves to the organisation in return for
certain rewards or payments from the organisation” (p. 225). Moreover, Oliver (1990)
argued that the attitudinal approach finds its roots in exchange theory, whereby
“employees offer commitment in return for the receipt (or anticipated receipt) of
rewards from the organisation” (p. 20).

Mowday et al. (1982) defined the scope of this approach in their well-known book:
‘Employee-organisation linkage: the psychology of commitment, absenteeism and
turnover’, as:

Attitudinal commitment focuses on the process by which people come

to think about their relationships with the organisation. In many ways

it can be thought of as a mind set in which individuals consider the

extent to which their own values and goals are congruent with those of

the organisation (p. 26).
This approach has dominated most OC researches for more than three decades. It was
initiated by Kanter (1968) and Buchanan (1974) and further supported by Porter and his
colleagues. In the recent management literature, the term affective commitment is
commonly used to refer to the notions of attitudinal approach. According to this
approach, Kanter (1968) defined what he called ‘cohesion commitment’ as “the
attachment of an individual’s fund of activity and emotion to the group” (p. 507).
Likewise, Buchanan (1974) defined affective commitment as “a partisan, affective
attachment to the goals and values and to the organisation for its own sake, apart from

its purely instrumental worth.” (p. 533). Moreover, the well-known definition of Porter
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et al. (1974) mentioned earlier was formulated in a way that reflects the basic ideas of
the attitudinal approach. Recent definitions of affective commitment are consistent with
the definitions mentioned above. For example, Iles, Forster and Tinline (1996) defined
affective commitment, as the “attachment to an organisation, identification with it,
loyalty towards it and a desire for affiliation with it.” (pp. 19-20). Allen and Meyer
(1996) defined it as “identification with, involvement in and emotional attachment to
the organisation” (p. 253). Moreover, Brown (1996) described affective commitment as
“a set of strong, positive attitudes toward the organisation manifested by dedication to
goals and shared sense of values” (p. 231). Finally, Randall and O’Driscoll (1997)
argued that affective commitment is “based more on perceptions of similar values and
goals, and it occurs when an individual identifies with, and is involved in a particular
organisation” (p. 607). These definitions of commitment are selected as examples there
are many other definitions in the literature. It is clear that these definitions are
homogeneous. All of them constitute an effort to define how employees-are affectively
attached to their organisation through emotional feelings such as happiness, pleasure,
sense of belonging, affection, loyalty and so on.

Figure (3-2): The relationship between affective commitment and motivation.
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Looking at these definitions of commitment that reflect the attitudinal view, it can be
noticed that they are in line with motivation theories discussed earlier. In this context,
Luthans (1989) defined motivation as “a process that starts with physiological or
psychological deficiency or need that activates behaviour or a drive that is aimed at a
goal or incentive” (p. 231). There are three key words in this definition, namely, need,

drive and incentive. Indeed, these three terms are the basic pillars of motivation
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theories. Figure (3-2) shows the relationship between affective commitment and
motivation.

Drawing on motivational theories, and according to Figure (3-2) above, any
individual has certain needs or deficiencies, such as friendship needs and money needs.
These needs drive or direct the individual to take action toward satisfying them. To
satisfy a need for money or friendship, for example, the individual can said to be driven
by a need for employment and affiliation respectively. After he/she finds a job and
starts receiving rewards and making friends (co-workers) at the same time, these
incentives will reduce the needs and alleviate the drives. Therefore, the employee is
expected to offer the employing organisation his/her commitment in return for rewards
or incentives that satisfy his/her needs (exchange theories).

The question now is: Will employees keep their commitment towards the organisation
even if it tried, for example, to cut or reduce the amount of its rewards? Put in more
general form: Will employee commitment remain constant if working conditions
change? Based on the ideas of the exchange and motivation theories, one can argue that
the action of reducing rewards will negatively influence the rewards-commitment
relationship that exists between employee and organisation. Studying the reward system
in 14 companies, Martin and Nicholls (1987) argued that the level of rewards should
recognise the realities of the marketplace. Therefore, they stressed the importance of
rewards as a direct reason for building commitment among the workforce. They
asserted:

How people are rewarded can help to create or destroy their
commitment. It can determine whether or not they co-operate with
the organisation, or work only for themselves. It can decide whether
or not they put in that extra effort or just coast a long. Getting reward
right is important” (p. 64, researcher’s emphasis added).

Moreover, Mendonca and Kanungo (1994) examined employees’ motivation and
effective reward management in developing countries. They argued that the reward
system must be designed and managed in a way that supports the organisation’s mission
and strategies. Arguing that the reward system is crucial to organisations, they asserted:

The reward system, i.e., the totality of economic [e.g., money] and
non-economic [e.g., friendship] compensation the organisation offers
its employees, serves to attract, retain and motivate employees to
achieve the desired performance levels. It also contributes to
maintain employee moral and, more importantly, it motivate
employees to prepare themselves for great responsibilities. Hence, the
reward system is a powerful motivational tool in the hands of
management (p. 50). )
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Mendonca and Kanungo further suggested that the effectively designed reward system
should enable the organisation to achieve the following goals:

1- To attract skilful employees those who are able to carry out the required task.

2- To induce productive employees to maintain organisational membership.

3- To maintain the desired job behaviours that positively influence the performance
levels of employees.

4- To “promote attitudes conducive to loyalty and commitment to the organisation,
high job involvement and job satisfaction” (p. 51, researcher’s emphasis added).

5- To encourage employee growth that motivates them to accept more challenging work.

In this context, Kanungo and Rabindra (1987) and Kanungo and Mendonca (1988)
studied work rewards. They argued that unless the reward system is perceived to be
salient, valued and contingent on that behaviour, it would not motivate desired
employee behaviour. Thus, they proposed three characteristics of reward systems:

(a) Reward saliency: This refers to the degree that the existence of reward and its
operative conditions are effectively communicated to the employees. Unless employees
are well aware about the reward system and how it works, they are not likely to be
influenced by rewards.

(b) Reward valence: This refers to the way employees view the reward system positively
if they consider it as good and of value to them. Nevertheless, employees are the
ultimate goal of the reward system, therefore, it must be designed in a way that makes
them feel obliged to commit and work hard for the organisation. Hence, reward is
exactly like fuel for the engine; the right fuel must be given to the right engine to obtain
the desired performance.

(c) Reward contingency: This refers to the view that to induce the desired motivation
and commitment (besides reward saliency and valence) the organisation needs to link
reward with the desired behaviour. By doing so, the organisation will be able to
maintain this behaviour in the future.

Unfortunately, there are few empirical studies that have investigated the effects of
changing work conditions on employee commitment. One reason could be the problem
of defining the nature of the commitment itself. Therefore, most, if not all, commitment
studies are directed at investigating and exploring its antecedents, consequences and
correlates. Given the fact that commitment is a multidimensional concept, as will be
explained later, there is a huge gap with respect to the commitment process that needs to
be bridged. Meyer (1997) argued that “without understanding a process, we are less

well equipped to predict which, if any, form of commitment [attitudinal, behavioural,
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normative or multifaceted commitment] is likely to be affected by changes in the
conditions at work” (p. 217). He further contended that employee reactions to changing
work conditions might depend on their perceptions of the practice. However, there is a
need to understand how these perceptions are formed and translated into commitment.
In addition, Caldwell, Chatman and O’Rielly (1990) argued that well designed rewards
systems are positively related to employees’ commitment, as was found in earlier
studies (e.g., Becker, 1960).

In general, it can be concluded that increasing reward enhances commitment and
reducing it diminishes employee’s affective attachment to the organisation, as was
suggested in figure (3-2). Does this equation work with the other two forms of
commitment, that is continuance and normative commitments? In other words, can
employees’ continuance and normative commitment be increased simply by increasing

their reward level? This question will be addressed in the following two sections.

3.3.2 THE BEHAVIOURAL APPROACH

While most researchers believe that employees’ commitment is a reflection of
emotional attachment to their organisation, there is still a group who thinks that it is a
reflection of employees’ attachment to their own investments in the organisation.
Advocates of this approach argue that employees’ commitment is developed on the
basis of an ‘economic rationale’ (Stevens, Beyer and Trice, 1978). In other words,
employees tend to maintain their organisational membership because of the perceived
costs of doing otherwise. The terms perceived cost, side-bet and investment are used
interchangeably in the management literature to refer to anything of value such as time,
efforts, money, ... etc that the individual has invested. Based on this view, commitment
is considered as behavioural rather than attitudinal. Sheldon (1971) defined the
behaviour that is a result of commitment as the “behaviour that persist over a period of
time, and that implies a rejection of other alternatives™ (p. 143).

The preliminary ideas of this approach were inherent in Becker’s studies (Becker and
Carper, 1956; Becker, 1960). Becker and Carper (1956), for example, argued that
employees’ commitment is related to three kinds of experiences, namely: investments,
involvement with peers and managers and development of technical interests and skills.
Moreover, Becker (1960) contended that to study an employee’s commitment one must
recognise the investment he/she has made in the organisation. He suggested that “the

element of recognition of the interest created by one’s prior action is a necessary
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component of commitment, because even though one has such an interest, he will not
act to implement it ... unless he realises it is necessary” (p. 36). He further added:

For a complete understanding of a persons commitment we need ... an
analysis of the system of values or, perhaps better valuables with
which bets can be made in the world he lives in ... In short, to
understand commitment fully, we must discover the system of values
within which the mechanisms and processes described earlier operate

(p. 39).

According to this view, Becker (1960) initiated the well-known commitment definition
in terms of the behavioural approach, around which all definitions to date have
revolved. He defined it as “commitment, comes into being when a person, by making a
‘side-bet’, links extraneous interests with a consistent line of activity” (p. 33). Meyer
and Allen (1984) argued that the ‘consistent line of activity’ in this definition refers to
continuing membership or employment in the organisation. Nonetheless, unlike with
the attitudinal approach, very few studies supported the behavioural approach in the
decades of the 1960s and 1970s. Kanter (1968), for example, defined commitment as
“the ‘profit’ associated with continued participation and a ‘cost’ associated with
leaving” (p. 504). Moreover, Salancik (1977) adopted the behavioural view to study
commitment. He defined commitment as a state of being in which an individual
becomes bound by his or her actions and through these actions to beliefs, which sustain
them.

Nevertheless, only about a decade ago did researchers come to realise the importance
of side-bet theory in understanding employees’ commitment toward their organisation.
This side-bet theory has been given new titles in the recent management literature,
namely continuance and calculative commitments. However, the majority of writers
(e.g., Meyer and Allen, 1991; Jaros, 1997) prefer to use the term ‘continuance’ instead
of ‘calculative’ (e.g., Brown, 1996; Randall and O’Driscoll, 1997; Wallace, 1997).
Table (3-1) shows some examples of the recent continuance commitment definitions.

By looking at the continuance commitment definitions in Table (3-1), it can be seen that
there is a consensus among researchers’ definitions of this concept. Most of them
would agree to define it in terms of two factors, namely: the number and/or the
magnitude of side-bets or investments an employee makes; and a perceived lack of
alternative jobs. On the other hand, there is minor disagreement among scholars with
respect to the base or roots of the continuance commitment. While one group (e.g.,

Meyer and Allen, 1991) argues that Becker’s (1960) side-bet theory is the historical
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background for this construct, another group (e.g., Randall and O’Driscoll, 1997) assert
that this concept is rooted in Homans’ (1961) exchange theory.

Table (3-1): The recent continnance commitment definitions.

Researcher (s) Year Definition
“Continuance commitment refers to commitment
1- Allen and 1996 based on the employees’ recognition of the costs
Meyer associated with leaving the organisation” (1996, p.
253).
2- Angle and 1994 Continuance commitment is “a propeunsity to remain
Lawson a member of the organisation for other reasons such

as to keep benefits or because of lack alternative
jobs” (p. 1540).

3- Brown 1996 Continuance commitment is the tendency to remain a
member of the organisation because of he perceived
costs of doing otherwise” (p. 231).

4- Jaros et al. 1993 Continuance commitment is a state of feeling
“compelled to commit to the organisation because the
monetary, social, psychological and other costs
associated with leaving are high” (p. 953).-

5- McGee and 1987 It is the sense of being “bound to the organisation
Ford through extraneous interests (e.g., pension; seniority)

rather than favourable affect toward the organisation”
(p. 638).

6- Mowday et 1982  Continuance commitment “relates to the process by

al. which individuals become locked into a certain

organisation and how they deal with this problem” (p.
26).

7- Randall and 1997 “Calculative commitment reflects a relationship that

O’Driscoll is largely based on an exchange between the

employee and the organisation; members develop
commitment to the organisation because they see it as
beneficial regarding costs and rewards” (p. 607).

8- Reichers 1985  “Commitment is a function of the rewards and costs
associated with organisational membership; these
typically increases as tenure in the organisation
increases” (p. 967).

9- Chait 1998 Continuance commitment is the “attachment to the
organisation because of the perceived cost of
leaving” (p. 2).

10- Irving, 1997 “Continuance commitment often develops as a results
Coleman of costs associated with leaving that result from
and Cooper investments in the organisation, as well as the

perceived lack of alternative employment
opportunities” (p. 445).

As mentioned earlier, there is no major difference between these two theories.
Becker’s side-bet theory refined the notions of the exchange model by introducing the
time factor and the concept of investments that result from this time element. Put

differently, the side-bet theory acknowledges the notions set forth by the exchange
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theory, and adds that the longer the time that an employee spends in the organisation,
the higher will be his/her investments in that organisation.

In general, advocates of the behavioural approach argue that side-bets or investments
an employee experiences in an organisation oblige him/her to continue working for that
organisation. However, it seems to be difficult to generalise this argument to all
employees and to all organisations. There is a group of employees, especially in the
Third World, who do not care about their investments in the organisation when they
consider terminating their memberships in the organisation. This is mainly because this
type of employee usually joins organisations in order to develop these investments
before leaving them and looking for better offers elsewhere, whether locally, nationally
or internationally. Today’s employees are driven by economic cues; they are struggling
to make a balance between their income and market prices. Therefore, the employee
offers his/her loyalty to the one that is able to solve this complex and continuously
changing equation (income and market prices). According to this view, the investments
that this kind of employee makes in an organisation is not a “by-product” of his/her
membership in the organisation; rather, it is more like an ultimate goal gained from
joining the organisation. In most Third World organisations, including Jordan, people
leave their jobs after working for many years to look for new jobs that they think are
better in terms of ‘economic benefits’. The numbers of this type of employee are
increasing in Jordan and other Third World countries. In a recent study, Abdelrahim
(1995) examined the economic characteristics, performance and contribution of
industrial firms in Jordan. The lack of skilled workers emerged as one of the most
important determinants of efficiency and productivity in these industrial firms. One of
the most important reasons for this problem is that there is considerable number of
employees in these firms who continue working for a number of years until their skills,
experiences and performances develop, after which they quit. Thus, they leave the
organisation when it starts to benefit from the skills that developed as a result of the
training and support it provided them. Nevertheless, this problem happens because of
weak organisational policies and strategies that entirely focus only on three production
factors, namely, management, money and material. Unfortunately, most Third World
organisations are mismanaging the most important production factor- the employee.

On the other hand, there is a group of employees who join organisations for a number
of years to fulfil certain requirements. For example, a certified public accountant must
work for a certain number of hours before starting public auditing work. In this context,

Caldwell, Chatman and O’Rielly (1990) studied the ways that allow orgémisations to
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facilitate commitment among its members. They found that strong organisational career
and reward systems are related to high levels of instrumental or compliance-based
commitment (continuance commitment). In addition, the study revealed that
accountants tended to be more instrumentally committed (e« = 0.22). They attempted to
explain these findings by asserting:

This may be due to the fact that one major requirement for becoming

a certified public accountant is that a specific number of hours of

public auditing be completed. Thus, many of the accountants in this

sample may have joined the firm in order to fulfil this requirement,

rather than to spend their careers in that particular firm (p. 253).
For this type of employee, the investments they have made do not bind them to stay,
simply because they want to sacrifice the benefits associated with maintaining
memberships for the advantage expected from terminating memberships. In such case,
the term continuance commitment that Caldwell ef al. used is irrelevant. Therefore, the
researcher would agree with Becker and Billing’s (1993) argument that describes this
kind of worker as the “uncommitted” employee. Becker and Billing (1993) examined
the different patterns of commitment to the various constituencies within an
organisation (commitment profiles). The study results uncovered four commitment

profiles, namely:

(a) The locally committed (employees who are attached to their

supervisors and work group), (b) The globally committed (employees

who are attached to top management and the organisation), (c) The

committed (employees who are attached to both local and global foci,

and (d) The uncommitted (employees who are attached to neither

local nor global foci) (p. 177, researcher’s emphasis added).
Employees committed to both local and global foci were found to be highly satisfied
and least likely to conteniplate leaving. On the other side, uncommitted employees are
more likely to be dissatisfied and least likely to retain membership (Meyer, 1997). The
larger the numbers of this type of employees in any organisation, the less are its chances
to achieve its set goals. Thus, two types of employees can be distinguished based on the
continuance commitment approach (Sheldon, 1970). There is a group of employees
who are well aware about the development of the side-bets since they join the
organisation, because they are mainly there to make it. On the other hand, there is a
group of employees who are not aware of the development of these investments.
Therefore, these investments may bind them to continue working for their organisations
when they think of terminating organisational membership. For the last group, the

behavioural approach is capable of explaining the direction, significance and importance

74



of the relationship between the individuals and the organisation. However, in the first
situation, there is a need to explore the nature of the relationship between the individual
and the organisation that exists during the employee’s membership in the organisation.
In this context, the findings of Caldwell et al. (1990) and Becker and Billing (1993) can
be good starting points for this work.

Before turning to the discussion of the normative approach, there is an important
point, without whose discussion any work related to the behavioural approach could be
judged as incomplete, because it is directly related to the conceptualisation of the
continuance commitment. Motivated by recent studies (e.g., Meyer and Allen, 1984) of
the multidimensional commitment, McGee and Ford (1987) proposed that continuance
commitment is also a multidimensional construct. Consequently, they divided Meyer
and Allen’s 8-item continuance commitment scale (CCS) into two equal parts to
measure the following two dimensions that they formed: (1) Low Perceived Alternatives
(CC: Lo Alt), and (2) CC High Personal Sacrifice [CC: Hi Sac]. They found that
affective commitment was negatively related to CC: Low Alt and positively related to
CC: Hi Sac. Based on these results they concluded that:

The development of additional items, similar to those that constitute
CC: Hi Sac {3-items}, could strengthen and refine the scale, making it
more useful for testing the side-bet theory of commitment. Similarly, a
great understanding of organisational continuity based on a lack of
alternatives could be gained by developing additional items for the
CC: Low Alt scale {3-items} (p. 640).

Following this recommendation, and driven by the same motive of multidimensionality,
McGee and Ford’s proposition found support from some researchers in this field (e.g.,
Jaros, 1997; Allen and Meyer, 1990, 1996; Somers, 1993). Somers (1993), for example,
adopted McGee and Ford’s 3-item scale to test the relationship between affective and
continuance commitment. The study results supported the notion of the multifaceted
nature of continuance commitment. Moreover, he also recommended that additional

relevant item (s) to be added to the 3-item scales. In Somers’ words:

... The CC: Hi Sac and CC: Lo Alt scales would clearly benefit from
additional items tailored to their conceptual definitions. The task at
hand involves developing items that specifically and unambiguously
focus on the alternatives and sacrificing components of continuance
commitment without spilling over into the more general notions of
cost based commitment (p. 192).

Contrary to the above arguments, it can be suggested that the concept of continuance

commitment seems to be a unidimensional construct. In the statistical sense, the
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multidimensional variable must be measured through certain dimensions and certain
items, as shown in Figure (3.3) below:

Figure (3-3): The formation of a multidimensional Scale.
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With respect to organisational commitment, as an example, and given the recent three
dimensional model (Meyer and Allen, 1991), the relationships between commitment, its
dimensions and items are shown in Figure (3-3).

Figure (3.4): The relationships between OC, its dimensions and its Items.
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McGee and Ford’s dimensions of continuance commitment seems to be items rather

than dimensions, and this could be the reason that to date the proposed 3-item scales
remain consisting of only three questions each. On the other hand, there is no doubt that
the precise operational definition of any variable is the starting point for developing a
reliable scale or measurement for that variable. By looking at McGee and Ford’s
(1987) definition of continuance commitment that appears in Table (3-1), it can be
noticed that it is an incomplete definition compared, for example, with lles et al.’s
(1996) definition in the same table. McGee and Ford have ignored the role of
alternative jobs in shaping employees’ continuance commitment. Thus, when compared
with the scale development process (figure 3-4), Iles et al.’s definition reflects the global
nature of this concept. The perceived lack of alternatives and the cost associated with
leaving the organisation are meant to be items, rather than dimensions.
Above all, the aim behind proposing the multidimensional nature of continuance
commitment is unclear, especially when considering recent studies (e.g.,"Hacket, Bycio
and Haudorf, 1994; Meyer, Paunonen, Gellatly, Goffin and Jackson, 1989) which
revealed that the two proposed dimensions are highly related, and correlate similarly
with other organisational concepts, such as employee performance. Moreover, many
researchers (e.g., Allen and Meyer, 1990, 1996; Allen and Lee, 1993; Gellatly, 1995;
Jaros, 1997, Meyer et al., 1998) have demonstrated that the internal consistency
reliability of the unified or global continuance commitment scale is acceptable.
Furthermore, Meyer (1997) has criticised McGee and Ford’s suggestion and described it
as ‘valueless’: “there may be little to be gained by further development of the sub-
scales” (p. 182). It is worth to mentioning that Meyer and Allen and their associates
(e.g., Allen and Meyer, 1990; Meyer and Allen, 1991) have supported this idea since it
was first proposed in 1987. Moreover, Sethivikram, Meinertdbm, Kingrking and
Sethiavsethi (1996, web site:www.hsb.baylor.edu/ramsower/ais.ac.96/papers/sethi.htm)
studied the multidimensional nature of organisational commitment among information
systems personnel. The study results confirmed the unidimensional nature of
continuance commitment. In their words:

. Six of the eight continuance-commitment [scale] (CCS) items
loaded on the second factor. Two items-CCS7 and CC8- did not load.
These results mirror previous analyses conducted by McGee and Ford
(1987). The factor analysis suggested deleting the two CCS items and
re-computing the remaining six items as one scale (p. 2).
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In addition, Suliman and Iles (2000) studied the multidimensional nature of
commitment in a non-western context. The study results revealed that continuance
commitment is a unidimensional construct. They asserted:

... [The results] relate to the continuance commitment did not support

the multidimensionality of this concept, as has been found in some

studies (e.g. McGee and Ford, 1987 and Somers, 1993). The items of

Low Perceived Alternatives [CC: Low Alt] and High Personal

Sacrifice [CC: Hi Sac] factors (McGee and Ford, 1987) appear to be

captured by one factor rather than two. Nevertheless, the results have

shown that the CCS items are six, not eight (p. 79).
Hence, in the light of the outcomes of recent empirical studies, it can be concluded that
there is no need to divide the continuance commitment into two dimensions, because the
general concept provides accurate and reliable results. Nonetheless, there is a need to
differentiate between the investments or side-bets that develop while the employee is
aware of its development (un-committed) and that develop without his/her awareness of

~

its development (continuancely committed).

3.3.3 THE NORMATIVE APPROACH

The normative approach is another different view for conceptualising and defining
organisational commitment discussed in the management literature. Despite the little
attention given to this component of commitment, its existence and importance are
undisputed in the literature. This approach emphasises that employee commitment
towards the organisation is mainly determined by the goals and values of that
organisation (Buchanan, 1974; Wiener, 1982; Blau and Ryan, 1997). According to this
view, Buchanan (1974) defined commitment as “a partisan, affective attachment to the
goals and values of an organisation, to one’s role in relation to goals and values, and to
the organisation for its own sake, apart from its purely instrumental worth” (p. 533).
Unlike attitudinal and behavioural approaches, the normative approach suggests that a
sense of obligation binds the individual to a certain course of action (Allen and Meyer,
1990). Thus, the greater the congruence between the person’s and his/her organisation’s
goals and values, the stronger is the obligation that the individual develops toward the
organisation. Nevertheless, this feeling of obligation to keep organisational membership
results from the internalisation of normative pressures (Wiener, 1982). Based on this
approach, Marsh and Mannari (1977) described the employee with ‘lifetime’
commitment as one who “considers it morally right to stay in the company, regardless of
how much status enhancement or satisfaction the firm gives him over the years” (p. 59).

Likewise, Wiener (1982) defined commitment as “the totality of internalised normative
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pressures to act in a way which meets organisational goals and interests” (p. 421).
Moreover, Caruana, Ewing and Ramaseshan (1997) defined normative commitment as
“employees’ feelings of obligation to stay with the organisation” (p. 2). In addition,
Meyer et al. (1998) argued that normative commitment “reflects employees’ feelings of
obligation to remain with the organisation” (p. 32). Advocates of this approach argue
that employees who are normatively committed to their organisations show considerable
willingness to maintain membership and invest their personal efforts for the sake of the
organisation (Brewer, 1996; Meyer and Schoorman, 1992). Employees exhibit this
positive behaviour because they “believe it is the ‘right’ and moral thing to do so”
(Wiener, 1982, p. 421).

Since it ignores the role of rewards in influencing employee commitment, the
normative approach has been criticised by some researchers. Al-shakha (1995), for
example, argued that this approach does not exist in real work settings. Generally, four
reasons can be suggested for the criticisms that this approach has found from the
majority of researchers in the field of employee commitment:

1) Employees are not living in Utopian societies. It seems to be hard to find a person in
today’s organisations who is ready to give without having something in return just
because he/she feels it is right to do so.

2) Unfortunately, there are no historical roots for this approach, as is the case in the
attitudinal and behavioural approaches. The only source that such approaches can be
related to is religion, which is based on a spiritual system. These religious methods that
can bind individual to keep a certain line of activity are questionable to many people.

3) Unlike the other two commitment approaches, there are very few empirical studies in
this field. Therefore, it is viewed here as a theoretical approach that is not capable of
explaining individual behaviour in work organisations.

4) The construct it self is a new idea in the management literature. Following Allen and
Meyer (1990) and Meyer and Allen’s (1991) studies, normative commitment began to
attract researchers’ attention only about a decade ago (Morrow, 1993).

As mentioned earlier, there is no doubt that normative commitment is a real construct
and that its existence in organisational contexts is undeniable. Meyer, Allen and their
associates (e.g., Allen and Meyer, 1990; Allen and Lee, 1993; Allen and Meyer, 1996;
Meyer et al., 1998) have tested the validity of this construct in many valuable studies.
Allen and Meyer (1996), for example, examined the validity of this construct by
reviewing 40 study samples, which represented more than 16000 employees from a

wide variety of organisations and occupations. They found that the normative concept is
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valid, exists in the workplace and relates to some work outcomes such as job
satisfaction (e« = 0.238 average) and job involvement (e< = 0.36). Also, Jaros (1997)
tested the relationship between normative commitment and turnover intentions using
two samples, 165 engineers and technicians and 175 part time Master of Business
Administration (MBA) students. Normative commitment was found to be significantly
related to turnover intentions in the two samples, = = 0.193 and < = 0.258, respectively.
Irving, Coleman and Cooper (1997) suggested that normative commitment exists across
occupations. In other words, normative commitment is capable of interpreting the
variance in occupational commitment, as well as organisational commitment.

Considering the arguments of normative supporters (it exists, but rewards do not
influence it) and critics (it is unrealistic, and does not exist in the organisational
context), it can be suggested that neither of these two arguments is correct. Based on
the above discussion, it can be argued that this concept is a real construct, and its
existence in the real work setting is undeniable. However, it is not logical to ignore the
assumptions of ‘economic man’ (McGregor, 1960), especially in today’s difficult
economic situations in most world countries. Therefore, it can be doubted that
employees will remain loyal to their organisations irrespective of any organisational
rewards, especially financial rewards. In this context, some researchers have implicitly
agreed that the rewards have a role to play in developing employees’ normative
commitment. Meyer and Allen (1991), for example, asserted that:

Normative commitment may develop, however, when an organisation
provides the employee with the “rewards in advance” (e.g., paying
college tuition), or incurs significant costs in providing employment
(e.g., costs associated with job training). Recognition of these
investments on the part of the organisation may create an imbalance
in the employee/organisation relationship and cause employees to feel
an obligation to reciprocate by committing themselves to the
organisation until the debt has been repaid (Scholl, 1981) (p. 72).
Likewise, Irving et al. (1997) argued that “normative commitment may develop as a
result of organisational investments in the individual (e.g., training or tuition subsidies)
or socialisation experiences that stress the value of loyalty” (p. 445). Thus, whether the
employee receives the rewards before (e.g., college tuition) or after (e.g., promotion)
joining the organisation, the fact of receiving the reward, which influences his/her
relationship with the organisation, does not change. Thus, it can be suggested that the

rewards that the employee receives (or expects to receive) from the organisation before,

during or after his/her organisational membership influence his/her normative
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commitment towards the organisation. However, normative commitment is less affected
by rewards than are affective and continuance commitments.

Before terminating the discussion about the normative approach, it is necessary to
differentiate between normative commitment, codes of ethics commitment, and personal
norms commitment. Codes of ethics commitment refer to the degree that the employee
i1s committed to a set of ethical norms that relates to a specific profession or task. For
example, releasing work or customer secrets is not in accord with codes of ethics. In
this context, Suliman (1995) studied organisational conflict and employee commitment
in Sudanese industrial firms. He found that a considerable number of the study subjects
were engaged in a side-business during normal working hours, which was against their
organisational codes of ethics. Therefore, the organisational commitment for this group
of employees was found to be lower than those who perceived such habits (side-
business) as unethical behaviour. Thus, while normative commitment obliges the
employee to keep commitment to the organisation’s goals and values for its own sake,
codes of ethics commitment bind the employee to be committed to the set of norms that
are related to a certain work.

Yet, the most overlapping concept with the normative commitment construct is that
of personal norms. It is commonly used in social studies (e.g., Presthold, Lane and
Mathews, 1987 and Schwartz, 1973) to refer to the degree of individual internalised
moral obligation. An employee’s personal norms may bind him or her to feel
committed to the organisation.

To conclude, employees develop certain set of personal norms during their life cycle
according to their day-to-day interactions with other individuals, groups and
organisations. For example, an individual’s father, family, religion, tribe and education
may influence his/her relationship with his/her work organisation by shaping his/her
personal norms. Nevertheless, this set of norms can be positive, such as ‘keeping
loyalty to one’s employer is a good thing’ or negative, e.g., ‘organisations demand

optimum efforts and pay less’.

3.3.4 THE MULTI-DIMENSIONAL APPROACH

Despite being rooted in Kelman’s (1958) study, the multidimensional approach is
considered to be the most recent attempt to conceptualise and study commitment in
organisations.  Advocates of this approach argue that different components of
commitment (which have different relationships with work outcomes) exist in the

workplace. They believe that organisational commitment does not develop simply
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through affective attachment, perceived costs associated with leaving or moral
obligation towards the organisation, but through a variety of mechanisms.

Almost half a century ago Kelman (1958) suggested that individual attitudes and
actions that develop as a result of social influence may occur at different levels. These
differences in the nature or level depend on the type of process whereby the individual
accepts social influence. According to Kelman: “the underlying process in which an
individual engages when he adopts induced behaviour may be different, even though the
resulting overt behaviour may appear the same” (p. 53). Considering this view, Kelman
proposed three different processes of influence:

1) Compliance: This process “occurs when an individual accepts influence because he
hopes to achieve a favourable reaction from another person or group” (p. 53). In this
situation, the individual adopts the induced behaviour to gain certain rewards; it does
not necessarily mean that he/she agrees with its contents. Hence, if this compliance
process is compared with the continuance commitment concept mentioned earlier, no
major differences can be found. In both views the individual behave in a certain manner
to achieve certain goals.

2- Identification: This is another process that occurs when an individual accepts
influence because he/she wants to establish or maintain a satisfying self-defining
relationship to another person or group. According to this process, the individual
maintains the induced behaviour as long as it is associated with the desired relationship.
Given the behavioural approach theories, it can be suggested that Kelman’s
identification process is similar to the concept of affective commitment.

3- Internalisation: This occurs when an individual accepts influence because the
content of the induced behaviour- the ideas and actions of which it is composed- is
intrinsically rewarding. This process suggests that the individual adopts the induced
behaviour because it is in line with his/her value system. In addition, the ideas of this
concept seem to be congruent with the normative approach notions that were discussed
ecarlier. In both concepts, the personal norms of the individual bind him/her to adopt the
induced behaviour. Kelman (1958) argued that the satisfaction resulting from
internalisation can be referred to as the content of the new behaviour.

The question now is, what determines the probability of accepting an influence?
According to Kelman the probability of accepting a certain influence is a combined
function of three elements:

a) The relative importance of the anticipated effect.

b) The relative power of the influencing agent and;
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c) The prepotency of the induced response
It worthwhile quoting the following meaningful statement, by which Kelman concluded
his study:

For some individuals, acceptance of their system of government may
be based on compliance: they may go along with the accepted norms
in order to avoid social ostracism or perhaps even persecution
[continuance commitment]. For others, attitude toward their
government may be largely identification-based: their relationship to
their own nation and its major institutions may represent an essential
aspect of their identity, and acceptance of certain political attitude
and beliefs may serve to maintain this relationship and their self-
definition, which is anchored in it [affective commitment]. For a third
group of individuals, beliefs in the country’s system government may
be internalised: they may see this political form as fully congruent and
integrated with their value systems and likely to lead to a
maximisation of their own values [normative commitment] (p. 59).

This quotation includes an important message for work organisationsz especially to
those who are interested in understanding employees’ attitudes and behaviour in the
workplace. As far as organisational commitment is concerned, Kelman initiated several
useful starting points for research in this area. Unfortunately, researchers have
disregarded these important notions in understanding employee commitment for more
than three decades (1958 to 1990). More recently, scholars have come to realise the
importance of Kelman’s study, following Allen and Meyer’s (1990) support for the
multi-dimensional nature of organisational commitment. There is a common agreement
among researchers that the historical background of the multi-dimensional approach is
rooted in Kelman’s study of attitude change processes.

Many valuable and sequential studies have contributed to the re-birth of the multi-
dimensional approach, which has recently emerged in the recent management literature
as the most important and reliable approach for studying and conceptualising
commitment. Drawing on Kelman’s theories, researchers (e.g., Angle and Perry, 1981;
Meyer and Allen, 1984; McGee and Ford, 1987) have used two commitment facets or
three (e.g., Meyer and Allen, 1991; Jaros, 1997; Suliman and Iles, 1998b) to examine
the multidimensional nature of commitment. The remainder of this section reviews
some of these studies, which have contributed to the development of the
multidimensional approach.

Motivated by Hall’s (1977) ideas (that call for ignoring the global form of
organisational commitment and to deal instead with a set of concepts that each focus on

a certain type of commitment) Angle and Perry (1981) examined commitment and
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organisational effectiveness. Based on the results of factor analysis, they divided
employee commitment Into two components, namely value commitment and
commitment to stay. They defined value commitment as the employee commitment to
support the goals of the organisation, and commitment to stay as the employees’
commitment to retain their organisational membership. The study found few significant
differences between the two proposed commitment dimensions, as they related to
various indicators of organisational performance. Angle and Perry called for avoiding
the simplistic traditional assumption about the impact of commitment on organisational
relevant behaviour. Furthermore, Meyer and Allen (1984) adopted Becker’s (1964)
side-bet theory to introduce the continuance commitment concept alongside the
affective commitment that had been dominating commitment studies. They modified
Porter et al.’s (1974) commitment scale (OQC) to measure affective commitment, using
an 8-item measurement. Moreover, they also revised Ritzer and Trice’s (1969) and
Herbiniack and (1972) scales of commitment to obtain another 8-item’s scale in order
to test for continuance commitment. To examine these scales’ reliability, they surveyed
64 students and 229 full-time employees. They concluded that both Ritzer and Trice
and Herbiniack and Alutto’s scales of commitment were not the appropriate measures
for studying Becker’s side-bet theory. In addition, Meyer and Allen suggested that these
measures are “... saturated with affective commitment and, as such do not allow the
theory [side-bet] to be tested appropriately” (p. 40). They also proposed that to
conceptualise continuance commitment accurately, researchers should use scales or
measures that directly test the number and magnitude of side-bets, as individuals
perceive and feel it. However, Meyer and Allen, at this stage of their research, did not
recommend both the affective commitment scale (r = 0.86) and the continuance
commitment scale (r = 0.77) that they developed for future research. Nevertheless, they
shed light on the concept of continuance commitment and introduced it for the first time
in the recent management literature as one of commitment’s dimensions.

Likewise, Reichers (1985) reviewed 32 commitment studies from 1966 to 1984. She
found that organisational commitment varied great deal. From her review of these
commitment studies, Reichers nominated three different definitions typologies for the
commitment construct:

1) Side-bets: This form is synonymous to Meyer and Allen’s (1984)-continuance
commitment concept, based on the side-bet theory.

2) Attributions: According to this concept “commitment is a binding of the individual

to behavioural acts that results when individuals attribute an attitude of commitment to
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themselves after engaging in behaviours that are volitional, explicit and irrevocable” (p.
468).

3- Individual and organisational goal congruence: this typology is similar to
normative commitment concept, that was discussed earlier.

Reichers argued that researchers must ignore the global form of organisational
commitment and focus on specific commitments to various entities within it. In

Reichers’ words:

It is the central thesis of this paper that organisational commitment
can be accurately understood as a collection of multiple commitments
to various groups that comprise the organisation. These various
identifications with various groups both inside and outside the
organisation constitute multiple commitment (p. 469).

She mentioned such groups as customers, professional associations, co-workers and
employees’ unions, to which employees can be attached. Moreover, the researcher
raised the possibility of conflict between the various types of commitments for

employees. She asserted:

Commitment should be conceptualised to reflect multiple
commitments to the goal orientations of the multiple groups that
constitute the organisation. This approach may represent the next step
in the natural development of the construct from a general to a more
specific orientation. It present commitment in a way that may be more
closely aligned to individuals actual experience in organisations,
raises questions about the relationship between conflict and
commitment, and may serve to differentiate commitment more fully
Jfrom related constructs (p. 474).

Some researchers have agreed with Reichers’ suggestions. Iles et al. (1990), for
example, stated that commitment looks to be a multi-dimensional concept, and
confirmed that there is a possibility of conflict occurring among its facets. According to
Iles et al.:

Employees commitment seems to be multifaceted, with differential

commitments to paid employment, job, organisation and career
having been identified and empirically distinguished ... Individuals
may show different levels of commitment to different organisational
stakeholders or constituencies, including customers, work groups,
sections, departments, unions, professional association and top
management. Indeed, these differential commitments may even be
conflicting (p. 7).

In Reichers’ study, the multi-dimensional nature of commitment has been driven from
different point of view. Unlike the previously mentioned studies, Reichers argued that

commitment must be divided among all other entities which comprise the macro and
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microenvironment factors of the organisation. However, in such cases researchers will
not be dealing with an aspect related to the organisation; rather, they will be looking at a
broader concept. Fore example, employees’ attachment to their community may have
little to add to the interest in understanding the nature of organisational commitment. In
this context, Oliver (1990) argued that the global conception of commitment is no
longer useful. However, he disagreed with Richers in defining the base of breaking
down this construct into a set of facets. Oliver argued that the global conception of
commitment could be dismantled into a set of more useful commitment targets centred
around actions, not objects. The terms actions and objects refer to different views of
conceptualising commitment. The first is related to the idea of considering employee
attitudes and behaviours (actions) as the base of exploring the multi-dimensional nature
of commitment. For example, the perceived costs of leaving the organisation, emotional
attachments to the organisation and the feeling of obligation toward the organisation are
all parts of employee attitudes and behaviours in the workplace. The second theme calls
for taking the units, sections or departments of the organisation (objects) as a base for
testing the multifaceted nature of commitment.

Reichers’ suggestion matches the second view. She went further than merely
considering organisational units as a base for dismantling global commitment. As
mentioned earlier, Reichers called for taking into account all entities inside and outside
the organisation to which employees are attached. Reichers’ suggestions would be of
value in examining the relationship between the organisation and its environment,
discussed in the last chapter. Moreover, the unit of analysis in the organisational
commitment is the individual (the employee), not entities within or outside the
organisation. Therefore, examining the multidimensional nature of commitment outside
the boundary of employee-organisation relationships is pointless. On the other hand,
from her review of 32 commitment studies, Reichers was able to define three different
bases of commitment. These definitions assisted in providing guidelines for subsequent
commitment research that has investigated the multifaceted nature of this construct.

Drawing on Kelman’s (1958) study, and motivated by Reichers’ suggestions,
O’Reilly and Chatman (1986) attempted to explore the nature of commitment. They
attributed the lack of consensus in organisational commitment studies to the overlapping
of antecedents and consequences of commitment on the one hand, and the failure to
define a basis of employee attachment on the other. They proposed that individuals’
attachment to the organisation may vary within and across individuals, based on the

underlying dimensions or attachment bases. According to this suggestion, they
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proposed Kelman’s (1956) compliance, identification and internalisation concepts, and
demonstrated that commitment’s antecedents and consequences vary according to these
dimensions. Hence, O’Reilly and Chatman (1986) brought Kelman’s three-process
approach again to the forefront by adopting it in their study as a basis for
conceptualising OC.

Following O’Reilly and Chatman’s study, Caldwell, Chatman and O’Reilly (1990)
used larger and more representative samples to examine the three concepts mentioned
above. They found that the items of internalisation and identification formed a single
dimension, which they called normative commitment. However, compliance or the
continuance commitment loaded as independent factor. They concluded that the multi-
dimensionality of the commitment construct seems to be a fact. In their words, the
“findings from both studies [1986 and 1990] support the notion that commitment is
multifaceted, and that without clarity in the specific aspects of commitment being
studied results may be somewhat ambiguous” (p. 257).

Moreover, O’Reilly and Chatman’s (1986) three dimensional commitment model was
also adopted by Becker (1990). Identification and internalisation were found to be
negatively related to intent to quit, and positively related to satisfaction and prosocial
organisational behaviour. However, compliance revealed positive relationships with
intent to quit, and negative relationships with satisfaction and prosocial behaviour.
Together, the three commitment dimensions have successfully explained the variance in
the above mentioned dependent variables. The researcher concluded that “compliance,
identification and internalisation as bases of commitment were unique determinants
above and beyond commitment to foci [particular entities to which employees are
attached]” (p. 232).

McGee and Ford (1987) agreed with Meyer and Allen’s (1984) suggestion of two-
dimension commitment. Their study goal was to test the psychometric properties of the
affective and continuance commitment scales developed by Meyer and Allen. To
achieve this goal, they surveyed 971 employees representing a broad range of ages,
disciplinary areas, geographical regions, institutional sizes, and organisational tenure.
The concept of continuance commitment was not as yet well known in the management
literature. According to McGee and Ford “a quite different view of organisational
commitment known as the “side-bet theory” evolved from the work of Becker (1960),
who regarded commitment as behavioural rather than attitudinal” (p. 638, researcher’s
emphasis added). From the results of the factor analysis, McGee and Ford argued that

affective commitment is a uni-dimensional concept, with a good internal consistency
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reliability. However, as was discussed earlier, they identified two distinct dimensions of
the continuance concept. Furthermore, the study failed to explain the reasons and the
nature of interference found between affective commitment and the two dimensions of
continuance commitment, but it was suggested that affective and continuance
commitment may not operate totally independently from each other. Nonetheless,
McGee and Ford’s study highlighted the importance of multi-dimensional commitment
and stimulated other researchers to explore further aspects of this approach. They
concluded:
If future studies offer additional confirmation of the multi-

dimensional nature of organisational commitment, the ability to

clarify the contradictory and inconclusive relations between

commitment and its antecedents and consequences will be

considerably improved (p. 640).

Peneley and Gould (1988) adopted a different method to study the multi-dimensional
nature of commitment. They tried to adopt Etzioni’s (1961) macro organisational model
of involvement as a single model for both attitudinal and behavioural commitment
perspectives.  Etzioni’s model suggests that organisations possess a predominant
compliance system, with relevant involvement types. Unlike previously mentioned
studies, Peneley and Gould’s study suggested two dimensions for affective commitment,
namely, moral commitment and alienative commitment, besides continuance
commitment. The alienative commitment viewed employees’ commitment as a
consequence of two factors, namely:

(a) A lack of control over the internal organisational environment.

(b) The perceived absence of alternatives for organisational commitment.

Given these two factors that bind employees to show alienative commitment toward
their organisation, one could argue that there is some sort of interference between this
concept and the continuance commitment construct, if they are not one concept.
However, the researchers argued that they are totally different concepts. According to
Peneley and Gould, whilst continuancely committed employees would terminate their
organisational membership when rewards are no longer equivalent to efforts,
alienatively committed employees remain despite the reward-effort imbalance. The
study findings supported the multi-dimensionality of commitment; both continuance
(calculative) and affective (moral and alienative) commitments were found to exist in
the workplace. Peneley and Gould concluded that employees might feel a mixture of
commitment types. Moreover, the three aspects of organisational commitment revealed

different relationships with some other concepts of organisational behaviour. The
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hypothesised two dimensions of affective commitment were found to be independent
from each other. Nevertheless, the concept of alienative commitment does not find any
support from subsequent commitment studies.

Allen and Meyer (1990) attempted to revise their 1984 two-dimensional study of
commitment in the light of subsequent studies which supported the multi-dimensionality
of commitment and suggested three commitment dimensions instead of two. Based on
their review of the commitment literature they concluded that of several
conceptualisations of attitudinal commitment, each reflected one of three general
themes:

(1) Affective attachment,

(2) Perceived costs,

(3) Obligations.

Given this conclusion, they contended that “the ‘net-sum’ of a person’s commitment to
the organisation, therefore, reflects each of these separable psychological states” (1990,
p. 4). Allen and Meyer carried out two studies to investigate this assumption. In the
first study, they developed and tested the three scales of the assumed commitment
dimensions. In the second study, they examined the degree of interference between the
above three factors and the hypothesised antecedents variables for them. Allen and
Meyer found that affective and continuance commitment are empirically separable
constructs, with different correlates.  Although they were also found to be
distinguishable, affective and normative commitment appeared to be somewhat related.
Given the results of this study, Allen and Meyer argued that the affective, continuance
and normative components of organisational commitment are conceptually and
empirically separable. They thought that this will help organisations differentiate
between the employee commitments, and consequently find out who is contributing
positively to organisational success. In Allen and Meyer’s words:

In future research, it may be possible to identify “commitment
profiles” that differentiate employees who are likely to remain with
the organisation and to contribute positively to its effectiveness from
those who are likely to remain but contribute little. If so, it should be
possible for organisation to use the results of research examining
antecedents ... to better manage the experience of their employees so
as to foster the development of the desired profile (p. 15).

The results of this study supported further the assumption that organisational
commitment is a construct of three dimensions. Given this support for the
multidimensional view of commitment, it can be noticed that researchers came to

recognise the importance of Kelman’s (1958) three-process approach after about three
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decades from its publication. By comparing the previously mentioned processes of
Kelman’s with Allen and Meyer’s (1990) dimensions, no major differences can be
found. However, both studies used different terms to describe the same concepts.
While Allen and Meyer used the terms affective, continuance and normative
commitment, Kelman used identification, compliance and internalisation, respectively.
Nevertheless, Allen and Meyer’s study is criticised by some researchers. Al-shakha
(1995), for example, argued that the Allen and Meyer study ignored the behavioural
approach, or rather tried to subsume its ideas under the attitudinal approach, which is
not correct. According to Al-shakha, Allen and Meyer “create a conceptualisation that
appears to conflict with established notions usually maintained in the discussion of
organisational commitment ... such inconsistent usage of the same concept [continuance
commitment] is confusing” (pp. 14-15).

On the other hand, Allen and Meyer argued that behavioural approach theories could
successfully fit the definition they proposed for attitudinal commitment. They defined
attitudinal commitment as a psychological bond that reflects the employee-
organisational relationship. According to this definition, employee continuance
commitment’s viewed as a psychological attachment to his/her organisation.
Nonetheless, Alshakha’s argument seems to be right; however, Allen and Meyer’s study
contains two major weaknesses, not only one, as he suggested, namely:

1) Although they mentioned three commitment components (affective attachment,
perceived costs and obligations), Allen and Meyer acknowledged only one approach to
study these three concepts (the attitudinal approach).

2) Despite being well established in the management literature, both behavioural and
normative approaches were disregarded and implicitly subsumed under the attitudinal
approach. This integration of the three approaches in one approach mixed-up the
concepts, confused researchers and conflicted with the basic pillars of the organisational
commitment construct. On the contrary, the three commitment dimensions of Allen and
Meyer are related to three different commitment approaches, not only one, as they
suggested. Figure (3-5) provides some ideas about the development of the three

commitment dimensions.
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Figure (3-5): The development of affective, continuance and normative
commitments.
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As can be seen from Figure (3-5), each one of the three commitment’s approaches has
its own philosophy and ideas and is capable of explaining employee commitment, as
was discussed earlier. Later on, Meyer and Allen (1991) came to realise the confusion
they had created by conceptualising organisational commitment in such a way.
Therefore, they acknowledged both the attitudinal and behavioural p\erspectives in the
1991 study as an attempt to remove the contradiction between their proposed
components and already established approaches. Meyer and Allen asserted:

In the model of commitment ... we incorporate both the attitudinal
and behavioural approaches and 