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ABSTRACT 

Information technology.{IT) professionals are highly skilled and mobile. They are also not 

generally considered to be committed to the organisations in which they work. This 

study explores the commitment of professionals to their organisation and the 

relationship thereof to specific antecedents and work outcomes. The three-component 

model of organisational commitment developed by Allen Meyer (1990) served as the 

conceptual basis for this investigation. Participants consisted of forty-four IT 

professionals across five organisations in the Western Cape. Data was gathered by 

means of semi-structured focus groups, and individual interviews with HR 

managers of groups. Transcriptions of focus group discussions as well as 

individual interviews were analysed by means of thematic analysis. Results confirm 

those of previous research studies in the field of organisational psychology, and also 

indicate that other possible antecedents and consequences previously not explored may 

be important factors to consider in future empirical analyses. 
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CHAPTER ONE 

INTRODUCTION 

This research explores the commitment of information technology professionals (in the 

Western Cape, South Africa) to and the relationship thereof to 

specific. work outcomes. Whilst some recognition is given to the development of . 

o}ganisational commitment for contextual purposes, the intention was to focus primarily 

on the more neglected area of commitment research being the outcomes or 

consequences of commitment. A qualitative research paradigm was adopted in order to 

facilitate an in-depth investigation into this topiC. It was hoped that a more holistic and 

explanatory of data would gathered using a qualitative approach compared with 

that of previous quantitative studies which dominate the field of organisational 

commitment research (see chapter 2, table 1 a list of quantitative verses qualitative 

studies on the commitment construct). 

Dissertation outline 

This dissertation is structured into separate chapters. Chapter one nr~'C!~ntc! a brief 

introduction to the Chapter two reviews the available literature on the more 

recent approach to organisational commitment and specifically focuses on the 

behavioural consequences of this construct, an area that has been largely neglected in· 

the organisational commitment literature. 

Chapter three outlines the method used to gather data for the study. Chapter 

four presents a thematic analysis of data and discusses these themes in 

the context of past research. Lastly, chapter five outlines the limitations of this study. as 

well as some recommendations for future 

commitment construct. 

areas on the organisational 
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Research Context 

In an era where technology has become a necessary part of every day functioning of 

organisations, South Africa is currently experiencing a skills deficit of professional 

Information Technologists. Due to demand far exceeding the supply of such 

profeSSionals, organisations have become willing to offer pay increases that will attract 

professionals to join them. This has encouraged a culture of 'job-hopping' as opposed 

to loyalty or organisational commitment, where the more an IT professional changes 

jobs, the more their salary increases (IT Web, 2001). This is further perpetuated by 

organisations when headhunting those IT professionals who are seen be highly 

valuable in terms of their expertise. 

The South African professional skills deficit is also increasing where employees 

are emigrating for reasons such as the perception that 'pastures are greener' in Amelica 

or European countries. Many of them are offered opportunities elsewhere by 

international organisations to work and gain additional experi~nce (IT Web, 2001). 

The above thus emphasises the need for organisations to gain a understanding 

of an employee'S commitment to the organisation and how to influence this commitment 

positively, in order to retain their limited pool of professionals. This is best achieved 

through an analysis of the behavioural outcomes of employees' commitment to the 

organisation, which was the intention of this study. 

The following description by an IT profeSSional further emphasises this point: 

There's a lot of work out there so you can move around a fot. And the salary 

just goes up. And if the company doesn't want to give you increases you just 

go somewhere 

a lot. 

in general is just a sector of people that move around 

conceptualisation of organisational commitment has evolved over the last fifty years 

from a uni-dimensional construct, to a multi-dimensional one. One of the more recent 

models of commitment was designed by Allen and Meyer in 1990. They defined 

commitment to be "a psychological state that (a) characterises the employee's 
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relationship with the organisation and (b) has implications for the decision to continue or 

discontinue membership in the organisation" (Meyer, Allen & Smith, 1993, p.539). Such 

a psychological attachment thus has clear implications for decisions made by employees 

in terms of their commitment to the organisation, and their subsequent behaviour toward 

their organisation. In order to have influencing power over these outcome behaviours, 

organisations need to have a better understanding of them and what causes them. It is 

this aspect of organisational commitment that has received minimal attention, nor in­

depth exploration. 

Several behavioural outcomes may occur as a an employee's strength and form 

of commitment to the organisation. This study made use of Allen and Meyer's (1990) 

commitment model which is comprised of three components of organisational 

commitment, to identify the behavioural outcomes of IT professionals' commitment in 

South Africa. Some behavioural outcomes previously hypothesised and found to 

Significantly related to commitment were job performance (Allen & Meyer. 1996), 

absenteeism (Allen & Meyer, 1996; Mathieu & ·1990; Steers. 1977). intent to quit, 

turnover (Allen & Meyer, 1996; Mathieu & Zajac, 1990), and organisational citizenship 

behaviour (Bums & Collins, 2001; Morrison, 1994). 

The following chapter reviews the literature concerning organisational commitment with 

a specific focus on Allen and Meyer's commitment model, and the behavioural outcomes 

thereof. 
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CHAPTER TWO 

LITERATURE REVIEW 

This chapter provides a review of relevant literature pertaining to organisational 

commitment, its dimensions and outcomes. However, focus was intentionally placed 

more on the consequences of organisational commitment as this is a neglected area of 

research. Section one below, outlines the construct of organisational commitment, 

specifically a definition and description of each commitment component, as well as a 

brief description of how they develop. Allen and Meyer's model of commitment is 

as a framework here it has been widely researched, summarises the theories on 

organisational commitment, and is fairly well known. Section two is more specific to the 

of the commitment construct. Section three provides some reflection on 

the previous two sections, including a table summarising previous studies of 

organisational commitment. 

The process of literature collection included a number of wide on relevant CD­

ROM resources in Jagger library the University of Cape Town. Indexes include, South 

African Studies, African Studies, ABI INFORM, Social Science Index, host, and 

Psych lit. included journals found locally and abroad, as well as internet searches 

using keywords relevant to this current study such as organisational commitment. work 

commitment, corporate commitment, commitment, affective commitment, continuance 

commitment, normative commitment, as well as variations on the word commitment in 

conjunction with the various outcomes or consequences thereof. 

Allen and Meyer's Three-Component Model of Commitment 

In the early 1980's, Allen and Meyer reviewed over three decades of research on 

organisational commitment and discovered little consensus on the meaning 

commitment. After further exploration, in 1990 they concluded that organisational 

commitment is a multi-faceted construct being comprised of three broad themes. 
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The following section will discuss the basic elements of Allen and Meyer's 

component model of organisational commitment, and what it means for an employee to 

have an affective, continuance, and normative commitment to their organisation. Focus 

will be specifically on defining each of the three components, their characteristics, as 

well as the development thereof. A large proportion of research was conducted on 

commitment prior to Allen and Meyer's three-component theory. The findings will 

nevertheless be incorporated into this discussion as much of it adds emphasis to 

findings of research conducted Allen and Meyer. 

A predominant conceptualisation concerning the characteristics of the organisational 

commitment construct stems from the .traditional perspective that it reflects three main 

themes namely, a cognitive, emotive, and conative attachment, or more recently as Allen 

and Meyer (1990) have termed these components, an affective attachment, perceived 

costs, and obligation. In fact, Allen and Meyer's (1990) model ties these three separate 

themes together succinctly under one umbrella term of OC, which in each case refers to 

a psychological state on the part of the employee binding" them in some way to the 

organisation (Allen & Meyer, 1990). 

ANTECEDENTS COMMITMENT COMPONENTS CONSEQUENCES 

Organisational 
characteristics; 

Personal Job 
characteristics; performance; 

Socialisation Job satisfaction; 
experiences; Affective 
.-.~ Commitment Stress; . 

Management. 
, practices; Continuance Attendance and 

Commitment Absenteeism; 
Environmental 
conditions; Normative Turnover; 

Commitment 

Intention to quit; 

Organisational 

Psychological 
citizenship 
behaviour. 

contracts. 
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An affective attachment to the organisation is characterised by an emotional feeling or 

attachment experienced by an employee (Allen & Meyer, 1990). These stem from the 

organisation in retum for the contributions made by the employee (rewards received, or 

punishments avoided), where the employee committed the organisation (Ko, 

Price, Mueller, 1997). For an employee to affectively committed to their organisation, 

. they feel a sense of identification with, involvement in, and membership of the 

organisation, which leads them to want to stay with their organisation (Ko aI., 1997). 

Affective commitment has been conceptualised as developing due to motivation, work 

job and employee characteristics, rewards, the notion of exchange, 

affiliations, attributions and other such perceptions. Most of these have in fact been 

identified as significant antecedents of affective commitment, may be linked with 

antecedents of continuance commitment, and normative commitment as well, all 

describing psychologically different orientations towards the organisation (Allen & Meyer, 

1996). 

The concept of affective commitment promulgates that motivation is the driving factor 

that commits an employee in some way or another to the organisation, and compels 

them to produce work. This motivation may be seen to be derived from either an 

employee's "willingness to exert considerable effort on behalf of organisation" and, or 

a "belief in and of the goals and values of the organisation" (Mayer & 

Schoorman, 1992, 672). 

notion of exchange purports that individuals' enter an organisation with a specific set 

of skills, desires, goals which they in turn expect to be able to satisfy, and 

achieve in these organisations. If the organisation is perceived as facilitating such skills, 

desires, and goals. affective commitment is likely to increase, and if not, affective 

commitment will more than likely (Mottaz, 1988). notion of exchange 
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suggests that affective commitment is.a function of work rewards (intrinsic and 

benefits that workers receive from their seen as the key determinants 

affective commitment). and values (what the worker wants, desires or seeks to 

from work 

in with 

employee assess or 

of affective commitment 

work situation), once again linking 

IVIOllaz. 1988). 

Work .-"" .. ,"'.-.... 

(intrinsic rO<:>\l\.'l:lIrn 

been divided into three main categories namely task r"'\Al''!:'Irn 

directly associated with doing the job, or the task itself, such as 

interesting and challenging work, self-direction, responsibility, variety, opportunities to 

use skills and abilities); social (extrinsic rewards acquired when 

with others on the job and on the quality of such 

for example, having friendly, and supportive ,..,.._ .. , .... .-... "".-'" 

organisational rewards but tangible rewards nn"._""rn by 

the in order to facilitate or motivate performance and maintain rru: •. rnl'1.o<:>rcth 

such as pay, promotion, benefits, security, good working conditions) (Mottaz, 1988). 

Whilst rewards may be core to the notion exchange theory, (that rewards are the key 

determinants of commitment). these vary in terms of their effect and are thus 

on employees' work values to their importance (Mottaz, 1988). 

more an employee perceives congruence between rewards and to be 

nr&:l.l:IT,,'r the of One advantage of this 

..... "" ..... ru is that it incorporates both and individual 

of commitment, as to emphasising one over 1988). 

of this study showed that while work rewards are the key determinants of 

commitment, individual rewards vary significantly in terms of their 

(1977) also proposed that commitment developed as a of environmental 

individual influences including nw.",nn and job characteristics but added a third 

namely, 'work ""v ... ",r"", 

or values, but could be 

. His dimensions were 

with the theory of 

based on 
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Work experiences are said to influence commitment in terms of the nature and quality of 

the as by the employee during membership in an organisation. 

Such contribute in of a major socialising force, and may 

therefore seen as an indicator of the influence to which psychological attachments 

are formed with organization. of experiences are group attitudes 

toward organisation, organisational dependability and trust, perceptions of personai 

investment in, and importance to the organisation, as well as rewards, or realisation 

of expectations in the organisation {Chusmir, 1988: Steers, 1 Chusmir (1988) 

such work experiences up as 'need satisfaction' where n"""~n'" of employees at 

work are satisfied by such experiences. 

Job characteristics are variables such as job satisfaction, job challenge (autonomy, 

task identity, feedback, job enrichment, and rotation), opportunities 

social interaction, and amount of provided on the job which may influence 

the degree to which an becomes committed (Chusmir, 1988; Mathieu & Zajac, 

1990; Mottaz, 1988; Steers, 1 

Work experiences that Inl'rAlll<:'A an employee's level comfort, that psychological 

. comfort (for example reward equity, organisational support, clarity of role, 

minimal or zero conflict, and supervisor interaction) and competence (such as job 

challenge; advancement, accomplishment, autonomy, self-expression, and decision­

making) have been found to be the most consistent in their relationship with affective 

commitment. The same strength of relationship has expected between an 

employee expectations basic n .......... '" have been and are ..... "'I"l'e'e1to.nt in 

terms of their work experiences, and their affective commitment to the organisation 

(Allen & Meyer, 1996; Dunham, Grube, Castaneda, 1994; Gellatly, 1 Hackett, Bycio, 

Hausdorf, 1994; Steers, 1977). thus all being factors producing the most significant 

influence on development of affective commitment (Dunham al., 1994; Hackett et 

1994). 

Personal characteristics to commitment are education (inversely 

related, perhaps due to the notion that the higher level of the more difficult 

it may be for organisation to provide sufficient rewards as perceived by the 
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employee), age (r = .17), and tenure (r = .19 to 1 Dunham et aI., 1994). 

Employee age and tenure will exhibit a relationship with affective commitment 

where it may be that .0 ..... ,"""'".0£'''' low commitment will choose to 

leave the .:>ff£,,,1'I\/.o commitment will determine to 

remain with organisation in the """7'''''''''''''' and its mission 

(Dunham et aI., 1994). 

Steers' (1977) three can:loo!nes were all found to be Significantly 

related to commitment, r = .64 (job 

the cyrt">nn";;''''T relationship thus being found 

commitment. 

characteristics); r = .71 (work .ov .... .o .. ".o .... , ... .oc: 

between work .::.vr\.::. .. i.::. ... ,"'::'C: 

~
Other variables found to strongly significantly related to commitment were the need 

for achievement, group attitudes toward the organisation, personal importance to the 

organisation, and task identity. opportunities for optional interaction, met expectations, 

\ and feedback 1· Dunham aI., 1994). 

Dunham et al. (1994) out a study which identified positive correlations between 

affective commitment organisational dependability (r = .50), participatory 

management practices (r = to .56). Mathieu and Zajac (1990) in a meta-analysis, 

found affective commitment to highly correlated to satisfaction with work itself, 

promotional opportunities, and pay, as well as tenure (t(6) = 3.88, P < .05), age 

(rt ), and education (rt = On the other hand however, Mottaz (1988) found 

age and education to little or no on commitment. 

Continuance commitment (CC) 

A to is characterised by an 

consistently in due to the employee being aware of the 

(such as seniority average compensation and 

the acquisition of non-transferable skills) with their incumbent implications, should 

decide to leave 

(Allen & Meyer, 1 

''''.:>t',,,, ... for any particular reason or the lack of job 

Allen & Meyer, 1996; Gellatly, 1995; Ko et aI., 1 
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Barksdale, Shore, 1 Continuance commitment is believed to increase the 

employee feels that suitable alternatives are not evident, and the personal of 

leaving are too high, or as a result of an employee's perception of their investments in 

the organisation, such as time and effort (Allen & Meyer, 1996). 

considered continuance commitment to be behavioural it involves the 

accumulation of bets' on the part the employee (1960, as cited in Meyer & Allen, 

1984). bets are anything of value that an employee has invested in the organisation 

(such as effort, or money) that would become invaluable or be useful should 

the employee ever leave the organisation, thus resulting in a cost to the employee 

(Meyer & Allen, 1984). side bets were to 'tie' the employee into the organisation 

to the that they may feel they have to stay with their particular organisation (Allen 

& Meyer, 1 Meyer & Allen, 1 

Allen and Meyer (1990) however argue that continuance commitment is attitudinal. Their 

reasoning for this is Becker emphasised the need for an employee to recognise the 

associated with discontinuing a certain course of action. Allen and Meyer classified 

this type recognition as a "psychological state reflecting employee's relationship to 

the organisation" 4), and not as something that been behaviourally 

acted on. It is for this reason they included it in their three-component model of 

organisational commitment as a form of attitudinal commitment. 

Particular variables that contribute to the development of continuance commitment are 

rewards, organisational actions, financial opportunities, and personal characteristics 

outlined below. 

Mottaz (1988) conducted research in the area of theory, and found that 

intrinsic rewards are the most powerful determinants of continuance commitment (that is, 

job content) followed by extrinsic, social, and extrinsic-organisational rewards {Mottaz, 

1988}. 



Univ
ers

ity
 of

 C
ap

e T
ow

n

11 

Organisational actions and financial opportunities 

Continuance commitment may also develop as a result of organisational actions (such 

as socialisation) and financial opportunities that are made available to the employee for 

example, stock options and profit sharing. A greater investment in such financial 

opportunities is likely to increase an employee's continuance commitment (Mathieu & 

Zajac, 1990). 

Personal characteristics 

Personal characteristics leading to the development of continuance commitment are 

age, tenure (indicative of non-transferable investments such as career, retirement, and 

skills investments), and career satisfaction (Dunham et aI., 1994; Shore, 1995). 

This supports Becker's side-bet theory, which suggests that investment in the 

organisation increases with age (thereby increasing the costs of leaving the 

organisation), opportunities for achievement, education (inverse relationship), and 

central interest (all found to be related to commitment) (Chusmir, 1988; Mathieu & Zajac, 

1990; Mottaz, 1988; Steers, 1977). 

Chusmir (1988) noted socio-economic status also to be an influencing variable of 

commitment where the higher the social or economic background, the more likely an 

employee is to be committed to the organisation. 

Normative commitment (NC) 

A normative attachment to the organisation may be characterised by an employee's 

sense or belief that to stay with their organisation is the correct, appropriate, or moral 

thing to do (Allen & Meyer, 1990; Ko et aI., 1997). In other words, the employee may 

remain with their organisation out of a sense of duty or obligation (Wiener, 1982 as cited 

in Ko et aI., 1997). 
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Whilst minimal literature of-studies on the normative commitment component has been 

published, socialisation has been found to be a primary factor influencing its 

development. 

Socialisation 

Normative commitment is influenced by early familial and cultural socialisation 

experiences (as well as organizational value and belief systems, or personal norms) that 

encourage sustained commitment to one's employer and loyalty to the organisation. 

Organisational socialisation also aids in the development of normative commitment 

(albeit a lesser affect than familial or cultural socialisation) where an employee responds 

to the organisation's investment in them (Allen & Meyer, 1996; Dunham et aI., 1994). 

The employee may thus believe (or has been led to believe through socialisation), that 

they have a responsibility to the organisation to remain there (Allen & Meyer, 1990; Ko et 

al., 1997). An element of these socialisation processes that lead employees to feel 

obligated may be the principle of exchange where an employee receives some form of 

reward or investment in them from the organisation to which they 'must' or 'should' 

reciprocate (Scholl, 1981 as cited in Ko et aI., 1997). Normative commitmentmay thus 

be conceptualised as some form of organisational loyalty (Allen & Meyer, 1990). 

Other variables influencing the development of normative commitment are co-worker 

commitment, organisational dependability (r :::: .18 to .34) and participatory management 

practices (r :::: .14 to .35) (both likely to instil a sense of moral obligation to reciprocate 

to the organisation) (Dunham et aL, 1994), age (r :::: .35), and tenure (r :::: .23 to .36) 

(Dunham et aI., 1994; Hackett et aI., 1994). 

In summary of the above discussion on the three components of organisational 

commitment, Meyer and Allen believed that it is better to consider all three components 

of commitment in conjunction to gain a more holistic and broader understanding of the 

commitment construct, since it is possible for employees to experience each form of 

commitment to varying degrees (Allen & Meyer, 1990). All three forms of commitment 

increase the likelihood that an employee will remain with their organisation, but are still 
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antecedents and 

(affective and 
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(Allen & Meyer, 1990; Meyer & Allen, 1 Meyer, Allen & 

form of commitment is with differing 

that cause this commitment to have either positively 

commitment) or negatively (continuance commitment) affected 

outcomes. a it is important for organisations to 

they are encouraging in their workplace (Irving, 

There have 

The 

(1 

(Mathieu & 

(OC), are 

this study, 

Measuring Organisational Commitment 

a number of scales developed to measure organisational commitment. 

commitment questionnaire (OCQ) by Mowday, Porter, and 

a modified version of Porter's organisational commitment index (OCI) 

1 and Allen and Meyer's (1990) organisational commitment scale 

more common measurement 

will placed on Allen and Meyer's 

However, for the purposes of 

ITlCllr'TIAI"T sca Ie. 

Originally, the Allen Meyer (1990) OC three sets of eight items to 

measure of the components of their organisational commitment model. These were 

taken from an initial pool of items developed on the of definitions of the three 

components. items were verified after being a sample population 

across occupations and organizations. Decisions to include the items in the three 

were on a number of statistical rules including distribution, item-

In 1993, 

content redundancy, and the objective of including both positive and 

items. 

was modified to each (Meyer et aI., 1993), where 

two were removed from the component (ACS). three were 

removed from a new item added to commitment component 

and completely new items were developed for normative commitment component 

(NCS) so that the selected items, would adequately the meaning 

components, where previously some overlap was evident. 
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This modified scale has generally acceptable levels of reliability (above .60), convergent 

validity, and construct validity. However, the NCS and the ACS are still in some cases 

highly correlated (r ::: .74). Whilst Allen and Meyer (1997) confirm that the three 

components are indeed distinctly separate from each other due to the nature of the 

findings of numerous studies conducting both exploratory and confirmatory factor 

analyses, the result noted above suggests that the ACS and NCS are not distinct from 

each other, or lack discriminant validity (Ko et aI., 1997; Meyeret aI., 1993). 

From the traditional perspective where organisational commitment was typically 

measured in a stable and well-established organisation, the measurement of 

organisational commitment is problematic. The reason being that measuring scales used 

may have questionable reliability in situations where significant change exists in any 

organisation, and where the validity of the organisational commitment construct and its 

measurement instruments may be questioned, since the construct is not easily definable 

in theory, nor to survey respondents (Larkey & Morrill, 1995). 

Consequences of Organisational Commitment 

Much research has been conducted on organisational commitment, with little focus on its 

consequences. In this section, consequences of organisational commitment will be 

discussed in relation to the three components of commitment, having been determined 

by the frequency with which they were reported on in other literature studies, and the 

significance of the relationships found between these consequences and commitment. 

As an initial point, it is important to note that the link between organisational commitment 

and behavioural outcomes may vary depending on the strength of the three components 

namely affective, continuance and normative commitment (Allen & Meyer, 1990). 

Several specific behavioural outcomes or consequences may be derived from an 

employee's commitment to the organisation (Steers, 1977). Firstly, an employee that is 

highly committed to the organisation should experience a strong desire to remain there, 

as is evident in the definition of organisational commitment. Secondly, an employee's 

commitment should relate to the organisation's goals. Such an employee would be 

expected to exhibit positive attitudes toward the organisation and be committed to 
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contributing to the 

Thirdly, organisational 

above, thus 

of organisational goals at work (Steers, 1977). 

to employee job performance in light of the 

organisational commitment may be a useful indicator of 

the ett49ctllverles an 1977). 

Whilst assumption may oftentimes be that high organisational commitment is 

beneficial to the is dependent on the form of commitment being 

encouraged and quality of this commitment. Organisational commitment may also be 

seen to be dysfunctional for and organisations at times. It also relates to 

additional variables such as to remain (r = .36 to .44 at the significant level, 

p < .001), intentto remain (r= .31 to p< .001), attendance (r= p< .01), inversely 

related to employee turnover (r ::::: - .1 ) 1 

Chusmir (1988) noted that while sense of 

belonging, security, and rewards, they often 

career advancement. Also they are 

inclined to leave in spite of this. In addition 

effectiveness may increase, long-term organizational rnrTlfTI 

innovation leading to (Chusmir, 1988). 

as the particular variables that are related to 

of reduced 

are not 

organisational 

in a loss of 

dynamics, as well 

commitment and how they 

interact, may assist in finding the 

commitment to suit each individual 

ht:).tllAlt:)..:~n functional and dysfunctional 

In the following section, consequences relating 

commitment will be outlined. 

continuance and normative 

In this section, affective commitment will discussed in r""":>T...,.n 

empirical correlations with various behavioural outcomes or 

was found to have strong significant correlations with turnover, 

behaviour, and intent to remain. 

and 

Overall, it 

citizenship 
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Affective commitment is expected to be associated with affective links to the 

organisation that reflect positive attitudes and perceptions concerning the organisation to 

which there is an emotional tie (Randall & O'Driscoll, 1997). Allen and Meyer (1990) 

found that employees who exhibit more of an affective commitment to the organization, 

also express other positive attitudes to the organisation in the context of a working 

environment (Randall & O'Driscoll, 1997). Hence, their overall job satisfaction and 

involvement, as well as satisfaction with supervisors and co-workers are related to 

affective commitment (Mathieu & Zajac, 1990; Randall & O'Driscoll, 1997). 

It may also then be anticipated according to theory, that an employee who expresses an 

affective commitment to the organisation will perceive a greater degree of support, 

agreement with policies and procedures in the work environment within the organisation 

(Randall & O'Driscoll, 1997). They are also likely to have broad based ties to various 

facets of the organisation, and the goals and values of both are likely to be congruent 

(Randall & O'Driscoll, 1997). 

Job Performance 

Job performance may be related to commitment, where the relationship would indicate 

that highly committed employees are inclined to perform well to the extent that their 

organisation places emphasis on achievement along with good employee relations, 

where passive commitment or loyalty becomes active commitment, and where relevant 

skills and abilities, and a good understanding of organisational roles are entrenched 

(Steers, 1977). 

Meyer and Allen (1991) as well as Hackett et al. (1994) proposed that employees with 

an affective commitment (or desire to belong) would be more likely to exert effort to 

perform since they identify with and are involved in the organization. To this end, Mayer 

and Schoorman (1992) found performance to be positively related to affective 

commitment (a partial correlation of r ::: .28, p < .001; a zero order correlation of r ::: .17, 

P < .01). Meyer, Paunonen, Gellatly, Goffin, and Jackson (1989) also found performance 

to relate to affective commitment where r::: .25, p < .05, and Cohen (1996) found a weak 

but significant correlation between affective commitment and perceived performance 

(r::: .14, P < .05). 
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Mayer and Schoorman (1992) and Randall and O'Driscoli (1997) found affective 

commitment to correlate positively with supervisors' ratings of overall performance and 

promotability of subordinates. Shore, Barksdale, and Shore (1995) found it to relate to 

manager-rated affective commitment as well (r:: .39, p < .01). 

In such situations where commitment was related to performance, a greater degree of 

emphasis was placed on satisfying customers and continuous performance 

improvement which may have given employees clear guidance as to the best way in 

which to express their commitment (Allen & Meyer, 1996). 

On the other hand, there have been exceptions to the above, where commitment has 

been unrelated to job performance regardless of the measures taken (Mathieu & Zajac, 

1990; Somers & Birnbaum, 1998; Steers, 1977). Siocombe and Dougherty (1998) 

proposed two reasons why the relationship between commitment and performance was 

not found as originally hypothesised. Firstly, they noted that an affective commitment to 

the organisation does not necessarily relate to a 'willingness to exert considerable effort 

on behalf of the organisation which would weaken the relationship between the two 

variables, since by itself, the desire to remain a member leads only to the behaviours 

necessary to remain a member. Secondly, the attractiveness of the result of being a high 

performer (an important determinant of effort) is not included in the commitment 

construct, which would also weaken the relationship. 

Somers and Birnbaum (1998) measured three facets of job performance specifically, 

supervisor rated task proficiency, performance beneficial to organisations, and 

performance detrimental to organisations. These facets were assessed with indicators 

taken from employee records (not lending itself to any reliability factor) of one hundred 

and nine hospital staff drawn from a university teaching hospital in southeastern United 

States. Results were unanticipated and indicated that performance was unrelated to 

affective commitment regardless of the dimension of performance under consideration. 

In analysis, it was noted that general correlations of performance with affective 

commitment are usually modest in nature, and that a non-significant relationship 

between the variables in one study is not unusual. However, this finding does 

correspond with other findings noted above in that the relationship between affective 
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measures taken). 

or unrelated 

18 

of the 

it seems higher levels of commitment may relate to improved job 

performance in some it does not ne,;e~~i:fl have much of a direct influence 

1990). on performance in situations (Mathieu & 

When attempting to understand the of absenteeism, it is valuable to 

conceptualise it in two namely, involuntary absenteeism (which would constitute 

certified sickness, funeral attendance), voluntary (including 

vacation and uncertified sickness) (Sagie, 1998). Voluntary is controlled by the 

employees themselves and is said to be for personal rP"ln,c:.oC! such as seeking 

altemative employment opportunities, whereas involuntary could be an 

indicator of job dissatisfaction and a reduction in organisational commitment By the 

same token, voluntary of a highly employee is not expected to further 

decrease as commitment increases, due to a threshold effect 1998). 

Theoretically, when an employee finds their experiences at work to be personally 

rewarding, their o:lIlT;:~"'TI\/O 

should decrease, """'L' ....... '''' 

commitment should increase and voluntary absenteeism 

since this primary motivation work is usually 

.... 0,.'" ........ ''' .... u" .. ,,"",... and identify with their work {Gellatly, 1 

However, little difference has been found between voluntary or involuntary absenteeism 

and commitment. Randall (1990) and (1998) found correlations for voluntary 

absence to rang from r::: - .52 to - .54 (p < .001) and involuntary absence ranging 

r::: .00 to - .04 (not significant). Conversely, commitment and job satisfaction were found 

be strongly to the aggregated duration of voluntary absence as opposed to 

involuntary indicates an employee who expresses high levels of 

commitment or job satisfaction comes work more often employees with low 

commitment or job satisfaction 1998; Savery, Firns, 1997). In 

addition, an who low commitment, see absence as an 

opportunity to avoid negative emotions associated with work 1998). 
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Alternatively, commitment is perceived as a that affects attendance. 1"'\1",1" .. .1(::11 

attendance behaviour may also be affected by perceived absence norms (Gellatly, 

1995). For an employee's beliefs their co-workers was 

a higher 

individual absences one 

norm in their work 
\ 

indicating that employees perceiving 

or departments should exhibit more 

r>e<:l .... 1'<:l.olerY\ than employees who norm (Gellatly. 1995). 

same study found evidence to employees with high 

commitment are absent less than those with low commitment (Gellatly. 1 

Significant negative correlations were found by Gellatly (1995) between 

commitment and total number of days absent over twelve months (r;;:: -.14, p < 

absence frequency in terms of number of incidents (r;;:: -.18, p < .05). 

,) 

In there does not seem to be much empirical evidence to suggest a significant 

DeIllNeem voluntary and involuntary However, affective commitment 

the higher the. affective commitment 

the nature of this relationship seems 

~ ~a~e~ee~m 

of the lower their "r>.,on,"o.c>lerrn 

also to influenced to a degree by as an absence norm. 

In their meta-analysis, Mathieu and (1990) found that the strongest most 

reOIC(BIOle behavioural consequence of commitment had been predicted as lower 

rates (rt ;;:: -.277). It was proposed that "various of the work 

(such as, practices and job content influence 

affective as job satisfaction and organisational 

commitment). which in tum may withdrawal cognitions processes 

that are then related directly to an individual's likelihood. of (Mathieu & Zajac, 

1990,185). 

Individuals who leave the organisation typically have favourable attitudes than 

who remain and are characterised by lower commitment satisfaction 

P ..... ''tor Steers, Mowday, Boulian, 1974). This may be a reflection of the extent to which 

on the job have met. A decrease in organisational commitment has 
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also found to occur amongst employees before they leave the organisation (Porter 

organisational commitment,'and more specifically affective commitment, 

found to significantly correlated to turnover range from r:: to at 

the significant level), it may suggested that one of Significant of 

commitment is a more stable workforce (Hackett aI., 1994; 1 

nm~rc: (1995) assessed turnover using a population sample of four hundred and 

T\lllt:~nn'_nA.'n staff nurses from a large urban hospital located in the north-eastern 

States. A measure items was 'I intend to in this 

job for the foreseeable future', 'I will probably look a new job within year', 

and " do not intend to pursue alternate employment in the foreseeable 

on a 5-point scale. Results indicated that affective commitment was the 

, all rated 

predictor of 

turnover in comparison with the other commitment components. The correlation value 

was modest and in nature (r :: -.24, p < .01). This finding was consistent with 

others, which seems to Innll"~'r"" that commitment has a limited effect on employee 

retention (Somers, 1995), that an employee or workforce with strong affective 

commitment should exhibit low turnover (the oOlomme also being true). 

Overall, affective commitment exhibits consistently strong negative with 

turnover of a significant nature, implying that affectively committed ""mnln\l~t:~c: are less 

leave the • ",,,,,,,nn and as such a more stable workforce . 

Organisational citizenship behaviour (OCB) defined as representing 

"constructive or co-operative gestures that are neither mandatory nor directly or 

contractually compensated by formal reward systems" (Organ & Konovsky, 1989. as 

in Burns & Collins, 2001). It consists of dimensions namely, helping or altruism 

(the assistance of an by another to finish tasks in unusual situations), 

conscientiousness employee agreed expectations for the job), 

sportsmanship positive over courtesy 

(problem solving or prevention), and civic virtue (support for organisational 
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administration function) 

1999). 

& Collins, ; VanYperen, van den Berg, Willering, 

Whilst there has some confusion what constitutes and ",Vyr2_.-n,Q 

behaviour, employees who their jobs more broadly or 

behaviour also had 

Meyer, 1996; Morrison. 1 

commitment (strong emotional 

However. it may be argued that an 

commitment changes the way they define their job requirements, 

traditional that their commitment leads them to exceed the boundaries of their 

. requirements (Morrison, 1 Alternatively, organisational commitment 

characterised as 'a willingness to considerable effort on behalf of the 

& 

thus lending to assumption that the employees would go above and beyond 

their job although this is not explicit (VanYperen et aI., 1999). 

An employee who standards and performance levels for the job, 

thus exhibiting emotional attachment to the organisation, in other 

words, strong commitment (Allen & Meyer, 1996; Shore aI., 1 has 

been examined with result of being found to be consistently correlated in a 

manner with commitment (r ::: .10, p < .05) (Meyer aI., 1 (r ::: 

p < .001) (Mayer & 1992), (r::: .28. p < .001 for co-worker 

(r:::: .24. p < .001 for rated OCB) (Bolon, 1997). 

VanYperen et al. (1999) organisational citizenship behaviour on a population 

sample of one hundred and forty-two employees holding white collar and professional 

positions, across ten departments of a medium-sized distributive company. Data 

by Podsakoff and was by means of a measurement scale 

This measure asks supervisors to subordinates' OCBs based 

on rn.::>nc.l,'\nc. noted above. Cronbach's alphas were a:::: .91, .79, .89, .86 and 

a significant positive correlation .... "' .... , .. "''', ... commitment and the 

civic rI,,...,,.O .... ,,........ of OCB (r ::::: .28, P < .01). In they concluded that 

enhancing commitment may not be to increase citizenship 

noted that at the 

sportsmanship, civic 

nc.&:.n/&:'('1 in t1.::>r"\~r1rrnjQ.ntc. or working 

behaviour among employees (as rated by their 

group 

virtue. 

... """U:,, .. aggregate scores on OCB (particularly 

conscientiousness dimensions) are 
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in which. employees share feelings of organisational commitment. 

"Possibly a with and involvement in, organisation is 

contribute to accompanied by a willingness to exhibit 

organisationall:>ffj:'f'tl\ll:>r,l:>C:C:" (VanYperen et aI., 1999, p.389). 

In summary, commitment correlates positively citizenship 

considerable behaviours. Whilst commitment is partially defined by a willingness to 

effort in 

that ~n~~"t!\ 

organisation, this does not imply extra-role behaviour. In addition it seems 

commitment may be more directly related to particular of OeB 

(such as 

more likely to exhibit 

with an 

organisation. This 

and not the dimension as a whole. , .... ,,,"'''',,,, are 

in their organisation when feelings of commitment are mutual. 

'-0:1'0,0.,..,. (1977) both noted organisational commitment to be linked 

desire or intent to a member of their 

has been empirically confirmed by Mayer and Schoorman 

(1992) amongst nth~rc: who found affective commitment positively correlated with 

intent to (r = p < .001). 

Begley and (1993) assessed intention to quit in to organisational 

commitment. Their population sample consisted of eighty-two clinical staff in the 

Psychiatric Division of a general and mental health hospital in a large midwestern city in 

the United Measures used were a 2-item scale where indicated the 

1"l:>~m~lnT on a 7-point rating scale: 'As soon as I can find a better job, I'll quit' 

think about quitting my job at (the hospital),. indicated a negative 

f'nl"rl:>I,::IJTlt'\n DE~tw~een commitment and intention to quit with correlations ranging from 

r= In analysis, one may assume then, that finding supports the .above 

found to ","",1'1,,"',1' a 

finding that affective commitment should have and has been 

nnC>lTn"a significant .relationship with an intent to remain in the 
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Consequences of Continuance Commitment 

In this section, continuance commitment will be discussed in relation to its theoretical 

and empirical correlations with various behavioural outcomes or consequences. Overall, 

it was found to have strong significant correlations with turnover, albeit inconsistent at 

times. 

Theoretically, it may be anticipated that an employee who expresses a continuance 

commitment to the organisation will perceive a lesser degree of support, agreement with 

policies and procedures in the work environment within the organisation (Randall & 

O'Driscoll, 1997). 

An employee who exhibits more of a continuance commitment to the organisation is . 

likely to have very narrow and specific ties to facets of the organisation, (or a less 

intimate relationship with the organisation), which are related to the magnitude and 

number of investments. This employee is specifically interested in organisational survival 

(Randall & O'Driscoll, 1997). 

This supports general empirical findings that continuance commitment is negatively 

related to job involvement and satisfaction (factors influencing performance), as well as 

satisfaction with supervisors and co-workers (Mathieu & Zajac, 1990; Randall & 

O'Driscoll, 1997), and where an employee's level of continuance commitment is 

expected to be independent of any attitudes, feelings and perceptions concerning the 

organisation (Randall & O'Driscoll, 1997). 

Job Performance 

Employees with a continuance commitment (or a need to belong) are theoretically not as 

likely to exert effort to perform, since commitment here is primarily on the basis of a 

recognition of costs (Meyer & Allen, 1991; Hackett et aI., 1994). 

This theory was perpetuated where continuance commitment was found to correlate 

negatively with supervisors' ratings of overall performance and promotability of 

subordinates (Mayer & Schoorman, 1992; Randall & O'Driscoll, 1997), and negatively 
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to innovativeness which impacts on performance (Randall & Q'Driscoll, 1 

job performance was negatively 

commitment (r:: -.27, p < .01) (Shore , 1 

with manager-rated continuance 

(1996) measured perceived job performance using a 3-item measure developed 

by Hall Hall in 1976, and rated on a 6-point The sample population consisted 

of two hundred and thirty-eight nurses and the 

small) in western Canada. noted that commitment has 

found to be a predictor of job nOI'TnrTn~ However, his results ",nO'" ... "," perhaps a 

correlation where continuance commitment was not found 

nOr1"011,10n job performance. As an one could thus assume that 

to 

already 

above) continuancely committed performance is not on or 

influenced by their level of commitment to the organisation, since form of 

is purely focussed on organisational survival and job sustainability as 

ODloo~;eo to having any desire to anything remarkable at work. 

Job performance was found to related to continuance commitment 

(r -.11, not at a significant (Mayer & Schoorman, 1992), and in some instances 

completely unrelated to continuance (Mathieu & Zajac, 1 Somers & 

Birnbaum, 1998; Steers, 1977). 

Meyer , (1989) examined the relationship between performance of one hundred 

first-level managers in a food service company their affective 

commitment (amongst other variables). The results of their study indicated that 

commitment was 

correlations ranged 

related to composite and overall performance 

to (p < .05) respectively. They indicated that 

value of commitment to may be dependent on the nature of that 

commitment (in comparison to commitment). "When commitment is primarily on 

the of a recognition of the associated with as Becker (1960) 

described it, the benefits of reduced turnover may be obtained of relatively 

poor performance" (p. 155). 

many companies purposefully implement policies to bind employees to the 

organisation, thus creating a lack of motivation for the employee to. contribute to 
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organisational effectiveness by ... ""r'l' ........... ' 

the organisation {Meyer 

"''''''''''''1'',''' but have few 

to perform only at by 

they come to depend (Meyer at aI., 1989). 

25 

for them to leave 

rI&:><~lr&:> to leave the 

for employment, may 

to maintain their jobs on which 

In summary, continuance commitment is regularly found to be negatively correlated with 

performance. However, this relationship is often not significant since the employee's 

primary motive is to maintain employment in the organisation devoid of any emotional 

attachment, as opposed to being motivated to or excel in the organisation 

because they subscribe to its goals and values. 

Attendance and Absenteeism 

Theoretically, it has been hypothesised "that primary motivation ofthe continuancely 

committed employee is to maintain membership in It is reasonable to 

speculate then, that employees who continuancely commit will the absence 

l:anctcon.I"COQ to exceed 

work situations, 

",t'\C!'ont themselves from 

norm in their work units, and be less likely to permit 

level which jeopardises organisational 

employees who report higher continuance t" .... "" ...... 't ..... "" 

work, on average, to a greater degree than reporting lower levels of 

continuance commitment,':but this relation may be negligible when the relevant absence 

norm is controlled" (Gellatly, 1995,471). 

No significant correlations were found between and continuance commitment 

(Allen & Meyer, 1996). However, in a study by Gellatly (ion four hundred and 

twenty-five nursing and food services employees of a chronic care hospital in 

central Canada, data was gathered from hospital records during a twelve-month period 

immediately following an employee survey, information involuntary 

n.nlnor an employee's ~t'\C!onl"o was excluded. Gellatly hypothesised and found that 

continuance commitment, the greater their absence frequency. In 

may indicate that a continuancely committed employee is willing to 

organisation on a voluntary basis to a certain until 

their employment status with the organisation. This "'t'\c,on/-"" 

this finding 

absent from the 

to 

is more 
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"than likely to influenced by the absence norm in the employee's department or 

working environment. 

Mayer (1992) conducted a field study on two hundred and 

of a financial "' ... r\n,..~~'" where they 

correlations that were 

neJ(pe!ctEtd in that they were insignificant and 

amongst other variables, commitment 

elicited between these two variables were 

very weak (r :: They noted that there was some evidence that the 

policies may have confounded the results for absenteeism. If the organisation a 

clear policy which states that a disciplinary procedure will be put in place after relatively 

on the part of an employee, the relationship with commitment is likely to 

be from that where more leeway is nAr' .... U1'TAi'1 This was the case in the 

institution under study, where a clear and 

a considerable amount 

1992). 

Both of case studies provide .::o.UI,n.::o.r\I"'.::o. 

.::o.rnnln'\I""t:.~c: aware of the absence norm in 

communicated policy on was 

ICAvU,;'C\.I absence (Mayer & Schoorman, 

the theory that continuancely committed 

working environment will not that 

norm by own absence and that such ... 1'T'I .... n"""~~'" will not be absent to a that 

their job on which they depend in jeopardy. 

O'Driscoll (1997) found continuance commitment to a weak 

predictor turnover. Meyer and (1996) in their review literature 

found correlations between commitment and turnover to from .00 to 

Mayer and Schoorman (1 confirmed this negative relationship where 

correlations were found to be r:: , p < .001. 

Although relationship between continuance commitment and turnover is less 

it is negative in This is theoretically logical on basis that 

continuance commitment 

themselves too great for the 

r.croH::ITI.r1.n to side bets, or perceived that render 

... ,.,..",1'........ Therefore "it 

is POSiSID to assume that Qvr ..... r,<JO 

able to leave the 

such as 'side employees' 
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continuance responses which in turn may decrease withdrawal cognitions and decision 

processes that are then related directly to an individual's likelihood of turnover (Mathieu 

& Zajac, 1990). 

It has also been stated above, that individuals who leave the organisation typically have 

less favourable attitudes than employees who remain and are characterised by lower 

commitment and satisfaction. This may be a reflection of the extent to which 

expectations on the job have been met (Porter, Steers, Mowday, Boulian, 1974). 

However, an affectively committed employee may leave the organization to pursue 

career progression in another organisation, but may have a better attitude toward their 

previous organization (depending on the manner in which their exit from the organization 

was handled) than the employee who is still tied (or continuancely committed) to that 

organization due to perceived costs that keep them from leaving. 

Turnover was assessed in a study by Jaros, Jermier, Koehler, and Sincich (1993) in 

conjunction with all three components of commitment. The sample population consisted 

of two hundred and seventy employees of an aerospace firm located in a major 

metropolitan area in the southeastern United States. The measure used consisted of 

totalling the number of participants who had left the organisation after a period of ninety­

nine months since the questionnaires for other measures were administered. Those who 

had voluntarily left were coded with a '1' and those who remained were coded with a '0'. 

Results indicated low correlations of all three commitment components with turnover. 

However, the correlation between continuance commitment and turnover was the only 

significant relationship (r == -.19, P < .05). This negative correlation supports the 

theoretical assumption that a continuancely committed employee or workforce will 

exhibit low levels of turnover since they are not in a position to voluntarily leave the 

organisation due to greater alternate costs. 

In summary, whilst continuance commitment was found to relate to turnover, the results 

were inconsistent and moderate in nature. Such relations suggest that commitment 

affects turnover only indirectly through withdrawal intentions (Jaros et aI., 1993). 
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Organisational Citizenship Behaviour 

It is possible to infer that a continuancely committed employee is likely to exhibit no 

organisational citizenship behaviour (Allen & Meyer, 1996; Shore et aI., 1995). 

Theoretically this should occur since the continuancely committed employee is intent on 

remaining with the organisation because they 'have to' and are therefore unlikely to have 

the desire to do any work or activity beyond that which is required of them in the job. 

Organisational citizenship behaviour has been found to be either unrelated, weakly 

related or negatively related to continuance commitment (r == .05 - .14, P < .05) 

(Moorman, Nichoff& Organ, 1993 as cited in Allen & Meyer, 1996; Bolon, 1997; 

Morrison, 1994; Randall & O'Driscoll, 1997). This may thus indicate that either a 

continuancely committed employee does not feel compelled to go above and beyond 

what is required of them at work, or feel compelled to exhibit a certain degree of OCB in 

situations where it is necessary to give the implication or idea that they are doing extra 

work, commonly known as impression management (Bolino, 1999). 

Shore and Wayne (1993) investigated the relationship between commitment and 

employee behaviour on a sample population of two hundred and seventy-six pairs of 

employees and their direct supervisors working in a large multinational firm headquarters 

in the southeastern United States. They measured OCB with a 16-item scale developed 

by Smith, Organ, and Near in 1983 which assess two dimensions of OCB: altruism and 

compliance. Cronbach alpha reliabilities were .88 for altruism and .87 for compliance. 

Their results showed that continuance commitment is associated with lower levels of 

OCB. This suggests that employees who feel bound to their organisations due to an 

accumulation of side-bets are less likely to engage in extra-role behaviours that support 

organisational goals. In addition, since both the side bet theory and the theory of 

exchange are based on the notion of exchange, that employees working in terms of an 

economic exchange conceptualisation would engage in OCB if it was directly rewarded. 

Employees working in terms of a social exchange would engage in OCB even if there 

was no immediate or direct reward (Shore & Wayne, 1993). 
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Theoretically, one 

vigorous in 

greater perceived 

assume 

to 

continuancely committed employee is not 

"" .. ,,,,,,,,, by their organisation but remains on the basis of 

between continuance commitment and intent to 

remain would be HU1""''',.. .... 

A study conducted by ~nlmClI~ (1993b, as cited in Allen & Meyer, 1996) which made use 

of a large of findings that indicate continuance commitment to 

be weakly, but significantly positively related to intent to remain where correlations 

equalled r:::: .13 (p < .05). 

Mayer and Schoorman (1992) in on two hundred and eighty-eight employees 

of a financial services institution found 

and intent to stay to be fairly strong, 

between continuance commitment 

significant (r:::: .38, p < .001). 

Intent to quit one's job was as~)es:sea 

which consisted of two population 

by H!:I,,.,It';Q,n: 

",rn ... """, namely. two 

one registered nurses, and one hundred municipal 

sample have already been discussed in 

below). It was measured using a 

However, intent to quit was 

significant negative correlation was found 

intention to quit (r:::: -.13, p < 

(1994) 

three hundred and 

of bus driver 

'job pelformance' 

consistency of .82. 

of nurses where a 

commitment and 

These findings emphasise that a continuancely committed employee is more likely to 

have intentions to remain with their than not, due to a greater set of 

perceived costs or lack alternatives preventing them from leaving organisation and 

thus, heightening their intentions to stay with their 

In this section, normative commitment will discussed in relation to theoretical and 

empirical correlations with various behavioural or corlseouienc~es it 
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was found to have strong 

organisation. 

correlations with desire or intent to remain with the 

""" ...... 1' ....... ,"' .... + should not influence work behaviour in Theoretically normative 

quantity or quality with which 

work is done (Allen & """,'"""r 

work is but rather by the 

1996). Thus, it is credible that Mayer 

(1992) found a imeasure of person-organisation fit based on 

significantly related to normative commitment (Mayer & Schoorman, 1992). 

Job Performance 

the 

According to Meyer and Allen (1991), employees with a high of normative 

commitment are unlikely to want to exert effort to perform (those with a felt 

obligation to belong carry with it an underlying yet pervading resentment of 

the organization, or a of not needing to do anything beyond what is required of 

them in their 1994). Job performance was found to either 

unrelated or negatively CICIIlCI.A to normative commitment (Allen & Meyer, 1 Hackett 

et at, 1994; Mathieu & 1 et al., 1989). 

Hackett, Bycio and (1994) measured both 'rated 

performance' of two thousand three hundred and one registered nurses ... "",ronr"::'£"1 to 

a nursing and a second sample of one hundred bus nn':O"<'lIlrnr~ .::.rn,nln\/~ by 

a large municipal transit authority. Rated performance was in-service 

rating checklists developed by Hackett et al. from a job analysis the bus operator 

position. score was the total number of ... "'r'l'''' .. ' .... '''''" ... ''' standards the 

operator .... g,;;o.;:>vu while under observation by a trained rater on a (internal 

was .65). Nonrating performance was based on obtaining indices of 

performance 

were 

years, (b) 

accidents 

both the .... a;::' ... cl 

be no 

wide acceptance in the transit industry for operators. These 

frequency of culpable absences per year over the previous five 

of nonculpable absences per year over previous five years, (c) 

of hire, (d) commendations year (from both 

from the date of hire, and (e) complaints per year (from 

and supervisors), from the 'V.;:>IUU,;;o indicated there to 

or partial correlations between normative ... "'."'''''.'1'''''''''' ....... the various 
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measures of job performance. This may either be indicative of the fact that none of the. 

bus operators assessed felt normatively committed to their organisation or that the bus . 

operators' intentions to stay with their organisation, as a result of a sense of obligation, 

were not based on, indicative of or influenced by their performance. 

Theoretically one may hypothesize that a normatively committed employee would have 

an average record of attendance at work, due to their inherent sense of obligation that 'it 

is the right thing to do', as is their commitment to the organisation. 

Empirically however, in most instances no Significant correlations were found between 

absence and normative commitment, and in some instances were not even investigated 

due to such trends in previous (not the exclusion of affective and 

continuance commitment) (Allen & Meyer, 1996; Gellatly, 1995). 

However, Meyer et al. (1993), found a significant but weak negative correlation between 

absenteeism and normative commitment in terms of voluntary absences (r = -.15, 

p < .05). This may indicate that in some cases, the less normatively committed an 

the more likely they are to be absent from work (the opposite being true as 

well). 

Meyer, Allen and Smith (1993) assessed. the absenteeism of six hundred and sixty-two 

student nurses at Queens University, Ontario, and a second sample of hundred and 

three registered nurses from membership of the College of Nurses in Ontario. Data 

was gathered by asking partiCipants to indicate how many days in the past year they had 

been absent from scheduled work (a self-report measure). Results indicated that 

normative commitment was significantly negatively correlated with voluntary absence 

(r = -.15, P < .01). In analysiS, this finding seems to confirm the theoretical 

hypothesis that a normatively committed employee should be voluntarily absent from 

work on a minimal basis depending on the strength their commitment or sense of 

obligation toward the organisation. 
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Turnover 

Theoretically. it may be assumed that the turnover rate of normatively committed 

employees would be low or non-existent due to their obligation to remain with their 

organisations. Hence, one would expect no or negative relationships between the two 

constructs. 

Based on an empirical sample of eleven studies, normative commitment has been found 

to be negatively related to turnover intentions, where torrelations range from r::.: -.20 to 

r::.: -.38 at the significant level (p < .05) (Allen & Meyer, 1996). 

Turnover itself was also found to be significantly negatively correlated to normative 

commitment (Allen & Meyer, 1996). This relationship was examined in a sample from 

one study conducted by Somers (1993b, as cited in Allen & Meyer, 1996) being 

administered to a large population sample of nurses. Correlations found were r ::.: -.17 

(p < .05) (Allen & Meyer, 1996). In 1995, Somers again studied. this relationship 

between normative commitment and turnover on a sample of four hundred and twenty- . 

two staff nurses in the United States where a correlation of r ::.: -.25, p < .01 was found. 

These consistent findings of negative correlations between normative commitment and 

turnover confirm the hypothesis that an employee or workforce who are normatively 

committed to their organisation are not likely to leave their organisation due to their 

sense of obllgation to remain. 

Organisational Citizenship Behaviour 

Whilst there has been some confusion between what constitutes in-role and extra-role 

behaviour, employees who defined their jobs more broadly or exhibited extra-role 

behaviour also had strong normative commitment (seen as the 'right and moral' thing to 

do) (Allen & Meyer, 1996; Morrison, 1994). 

An empirical study conducted by McDonald (1993, as cited in Allen & Meyer, 1996) 

found a correlation between normative commitment and organisational citizenship 

behaviour to be negative in nature (r ::.: -.12, P < .05). 
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However, Bolon (1 organisational citizenship behaviour amongst a 

sample population of two hundred and two nursing personnel, laboratory personnel, 

secretarial, and environmental services personnel from a large (six hundred and twenty-

seven beds) tertiary hospital located in the southeastern United Data was 

collected on organisational (OeBO) and individual was 

measured using an e,n,nT-nr"","" 

Organ, and Near (1983, as 

three items of which were 

in Bolon, 1997), three by 

Bolon, 1997), and two items by Williams {1988, as cited in Bolon, 1 

by Smith, 

as cited in 

OeBO was 

measured using an """.,ny_,ore 

Organ, and Near (1 as 

measure by Graham (1986, as 

four items being selected from a measure by Smith, 

in Bolon. 1997). and four items from a 

in Bolon, 1997). Due to construct validity concerns, 

oeBO was eliminated from study. Results indicated that normative commitment 

correlated significantly and positively with OeBI on co-worker ratings r ::: .18 

(p < .01), and was unrelated to ratings. On analysis, Bolon that 

"this significant and positive relationship between [normative commitment 

ratings of OeB] may best be by suggesting that these 

employees with organisationally 

believe it is the correct and appropriate thing to 

problems simply ""'W\,.QU,)V they 

(1997. p.237). 

Theoretically, one may assume that the normatively committed o::Irnnlr01,/o::IA 

moderate albeit a strained desire or obligation to be employed by the organisation, 

relationship between continuance commitment and intent to remain would therefore 

positive in nature. 

a 

In a review of the
o 
literature ° on organisational Allen & Meyer (1996) found 

that normative commitment was significantly 'WlalCU to intent to remain where r 

::: (p < .05). and r ::: .39 (p < .01). (1994), and Jaros et al. (1993) both 

found a significantly negative correlation non,."""," normative commitment and intent to 

(r::: -.1 p < .05; r::: -.45. p < .05). 
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These empirical confirm the above theoretical hypotheses that a normatively 

committed is likely to intend to remain with their organisation. Therefore, 

commitment which is duty-based specifically influences job withdrawal intentions 

(Somers, 1 

Refiectionson current organisational commitment theory 

Measurement 

As noted in the discussion, there still remain some the affective 

commitment and normative commitment measurement by Allen and 

Meyer in 1 to the re-writing of the normative commitment dimension. 

This that of affective attachment to the organisation and sense of 

belonging are from one another as originally hypothesized (Meyer & 

Allen, 1 around these three components will require intensive 

factor analyses prior to conducting the research in all and contexts, as well as 

an objective on the analyses of results line between 

the boundaries of various components. Ko et aL (1997) a study using Allen 

and Meyer'S scale of organisational commitment found the affective 

and normative commitment dimensions to be highly suggesting once again 

that these components of commitment are not distinct from one another and therefore 

lack discriminant validity. 

(1 also found that whilst the overall results for the relationships of the 

scale with its determinants and consequences support its 

construct most of the are significant and in the predicted 

direction, normative commitment validity. In addition, due to the 

suggestion that factors leading to the normative commitment are similar 

to of affective commitment, normative may be. considered a 

redundant (Ko et aI., 1997). 

In a study conducted by Allen and Meyer (1 concern was raised around 

continuance commitment construct and uni-dimensionality (see 'measuring 
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organisational commitment' discussion and Meyer's commitment model). 

It seems 

possibly 

a number of have indicated that continuance commitment could 

of two dimensions as opposed to one, the first being based on 

perceptions that few alternatives exist and second on high personal 

associated with leaving the organisation. It is thus after research, that a 

model hypothesizing a continuance commitment structure could 

prove a fit to the data than would a uni-dimensional model, although the two 

factors are highly related (Allen & Meyer, 1996). Ko et al. (1997) suggest that 

due to the high correlations between these I)Sc:aIE!S ('lack of alternatives' and 'high 

personal the continuance commitment measurement dimension should rather 

be treated as unidimensional. As it stands the continuance commitment 

component is likely to exhibit 

found by Ko al. (1997). 

of reliability below the acceptable norm of .70 as 

The traditional perspective on organisational commitment assumes that individual, or 

employee, is believed to be a somewhat non-active entity who "gets committed as a 

result of immediate situational factors either directly or indirectly by the 

organisation" & Morrill, 1 p.195); an personal characteristics 

(often not control) influence whether they become organisationally 

committed; and lastly that organisational commitment has been studied in relatively 

stable and established organisations. Therefore, in of the traditional perspective, 

relatively stable organisations confer upon the (Larkey & Morrill, 1995). 

Traditionally, commitment was considered from the perspective of trying 

to understand the 'human' element, or 'person' in the organisation, and how these 

'people' (or employees) need to managed in order for an organisation to run 

consistently and effectively for lengthy durations & Morrill, 1 It was 

suggested that an employee'S were important that securing 

in an attempt employees' sense of obligation toward their organisation, and 

mission, vision, or strategic goals. This perspective led to the further perception that 

an Elmployee's commitment may be influenced by an entity. just as a person 
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may be by social groups, or has the ability to influence (Salancik, 1 as 

cited in Larkey & Morrill, 1995). 

These early or traditional assumptions to be taken into account in 

research on organisational commitment where are very much active 

who are in more of a position manipulate the organisation as opposed to being 

manipulated (to a certain degree). Organisations in the present also as 

continuously changing organisms in an effort to survive, as opposed to 

where they would not be able keep of current rapid change. 

much of research conducted on organisational commitment as published in 

literature has been largely in the context of the working population of the United 

of America. A few studies conducted in 

Africa being virtually non-existent 

proportion of the population ."",,.,,,,,,1,, • .,, 

have been published, with those in 

summary table Secondly, a 

previous studies conducted consist of 

groups of nurses. 

possible to 

has implications for generalisation across populations, where it is 

that behaviour exhibited in one cultural context or profession will 

the same as another. 

Thirdly, as noted acceptable of reliability for are required 

to be above on the of studies conducted on organisational 

commitment noted in the table below), the majority of scale reliabilities fall below the 

requisite.70. This 

redundant. 

that the findings of such studies are likely to be considered 

Fourthly, many of research focussed on white collar (service and 

professionals) workers (Randall, 1990) (see table below). This will have implications for 

South African context where a large proportion of the labour force consists of 

unskilled workers. A distinction needs to drawn between possible differing 

organisational commitments and subsequent behaviours between white and blue-collar 

workers. Generalisations of past behavioural findings should not be inferred upon 

blue-collar workers they are specific to category of employee. 
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Summary 

This theoretical assumptions according to literature and empirical 

research findings of three components of commitment, its 

development and consequences 

Organisational commitment has been conceptualised in a number of different ways. For 

the of this study, the chapter focussed specifically on model of commitment 

developed by Allen and Meyer (1990) which commitment in terms of three 

components: affective, continuance, and normative commitment. 

commitment describes an emotional attachment to the organisation where the 

.c.rrll',\UU/,c".c. desires to be committed. Continuance commitment is determined by the 

of costs of leaving the organisation on the part of the employee. 

mitlm.c.lnt is characterised by a sense 

to a of familial or cultural {or 

component of commitment 

1'I'\'''I",jQ,n 'gn ..... "' .. " which research has either confirmed or 

oi'f,Qll'ti\l.c. commitment is empirically related most 

obligation to remain with the 

socia lisation. 

linked to a . number of 

empirically. Thus, overall 

to tumover, organisational 

citizenship behaviour and intent to remain. Continuance commitment is empirically 

r.c.ll:llt.c.rI most frequently to turnover. Normative commitment is related most frequently 

to remain. 

Whilst the theoretically perceived of commitment consisted of many more 

(as summarised in table 1 below), accumulative findings may stand to 

prove that either the measurement of commitment are more fraught with 

problems in terms of their statistical composition, or that organisational commitment is a 

that relates most 

propositioned consequences, or 

conducted in the area of 

normative commitment. 

on an indirect basis· with such theoretically 

amount of empirical research has 

of affective, continuance and 
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The following chapter provides methodological details of the qualitative approach 

employed in this study on the analysis of Allen and Meyer's (1990) three component 

model of commitment and the consequences or outcomes amongst professional IT 

employees. 
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Behavioural outcome Author Year 
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sales 
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performance, 
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business 

program 
& Lang I 1990 I 2 indices 0.= .69 270 MBA students at an 

Patchen eastern USA emoloved fun 

1997 I 10.= .85 

10.= .70 171 mental health specialists 

7 1111-'"'''''''' in a 
short version USA state 



University of Cape Town

1995 

&Saks 1996 .93 295 

Jones 1986 #2: 102 

& Bretz I 1994 

1994 
1996 

1992 

Stout & Posner 1984 (l = .89 

& 1992 (l .85 



University of Cape Town

1983 a. .90 

Lord & 

in 

a. = .91 

a. - .91 

\.AJlo;;UI41l, & a. .92 

a. = .85 
item measure 

nurses from 

Iverson & I 1994 I Developed from measures of 

I Job Index(JDB 

I 15 items taken from a. "" .96 
military 
1983; 
1986 



University of Cape Town

Absenteeism Jackson 

Smith 
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records were 
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for 

1995 
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records. Two 

total 
(1U"""I1"""'" in a 

and 
anrlexf:d al)sertces (number of 
abs1enc1es attaclhedto weekend 
and holidav the 
same 12 

126 employees from an 
facility affiliated with a 
hospital: 

assistants, and 

nominated 

and 
employees of a mid-sized chronic care 
hospital in central Canada. 

In;v.,r..:itv 

140 

422 staff nurses drawn from a 
urban located in the 
Northeastern United States. 
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CHAPTERTH 

METHOD 

This chapter describes the research method within this study. It includes a description of 

. participating sample, measures used to capture data, the nrnI"Qc:~ of data collection 

including a rationale for this 

process. 

and a . description the data 

Approach to research 

This section outlines some demographics of the participating sample, their job 

characteristics, as well as a brief description of the organisation in which they were 

employed. The purpose is for future comparison of data and the replication of this study. 

The participants in this study were all practitioners in field of Information Technology 

(IT). working for private IT organisations in Town. A total of forty-four 

individuals participated in the study (n == 44). Of these, a total of thirty-nine participated in 

focus group discussions were held. Human from 

the participating organisations were interviewed after the focus groups were conducted. 

Participants were employed in a variety of different IT which, depending on the 

organisation on a specific area of IT. 

(which included installation of and 

the functions were network support 

adjusting and company 

networks when any moving takes place, organisations expand, breakages occur, as well 

as trouble-shooting); programming; support; systems administration; project 

management; (responsible for bringing in new business and client service); 

technical consulting; hardware and software design; and systems engineering. 

The nature of their work often requires them to work as a each having a different, 

but interlinked role with others. Some employees are on-site with the 
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organisation's clients and others are required to move from 

occur, or where projects arise. 

to site wn,Qlro problems 

Tenure ranged from approximately two months to ten and in minimal instances 

extended beyond a ten-year period. However, the majority of participants had 

employed for than two by their organisation. 

Organisational of participating organisations from approximately ten to 

least eight hundred employees in Cape Town region, South Turnover of 

companies under study were reportedly very low. Whilst interviewed participants 

knew no specific tumover their low turnover were sometimes given 

as a reflection of the number of employees that they were aware of that had left their 

organisation in the past twelve months. example, in one of the sections of a 

participating company in a department which employs sixty-five people, only two people 

had left in the past twelve months. 

All participating organisations reported low levels of labour turnover. This is unusual for 

IT industry where it is typical employees to move to another company or 

as often as is desired if they it to be 'better' or more valuable to themselves. 

Such IT specialists are also headhunted by international organisations. 

Organisation A: a fairly new and small organisation, was in the process of setting up 

their surroundings as as equipment that they felt would better them to 

perform their function. As a result, their surroundings were quite bland. Members totaled 

approximately ten. The organisation specialized in the development of software, in 

conjunction with other people based internationally. 

Organisation a fairly organisation was in the process of moving and 

redecorating to a more luxurious and professional working environment and was located 

in a large house. Members totalled between twenty and thirty. The organisation 

specialized in the provision of 
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C: a fairly and established organisation was equipped with state 

the machinery and technology, as well as modem decor, lighting and coffee areas. 

The code here was very informal. Members totalled over one hundred and fifty, 

being spread across branches in Johannesburg (head office), Durban, Port 

and Cape Town. The organisation specialised in the provision network facilities. 

Organisation D: a sized located in a high rise building 

environment gave the appearance of bright. neat. on the outside in 

comparison to surrounding buildings. were very luxurious particularly on 

ground floor. Members totaled approximately eighty. being across in 

Johannesburg, Port and Cape Town (head office). organisation provides 

"'" ..... ".".'" to 

Organisation a very large organisation was located near a shopping complex 

gave the of being in nature with a emphasiS of 

were 

four thousand 

Bloemfontein, Port 

with open-plan working areas. Members totaled approximately 

located in branches in Johannesburg, Pretoria, Durban, 

Town. The organisation specialized in the 

supply of computer solutions. 

Research Rationale 

following outlines the of research study conducted, tools to collect 

data, and the handling of those tools. 

study was conducted to .:.v'''lnlr.:. area of organisational commitment on a strictly 

qualitative As a result, Allen Meyer's (1990) are not or used 

in this study, but their conception of organisational commitment being comprised of three 

separate components is still maintained and measured or probed for using a series of 

questions stimulate conversation around the various types or components of 

organisational commitment, as outlined by Allen and Meyer (1990). 
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Qualitative research is concerned with exploratory, descriptive or explanatory 

analysis of individuals, contexts, and situations from an _/"IClnr", non-numerical 

nClr~nt::'I"TI\/CI (Neuman, 1997). 

making use of qualitative research, one is 

conceptualise it in the form of themes, 

to discover meaning from data and 

generalisations .taxonomies using 

various data collection methods. Measures are often created in an informal manner 

to the research context and need or researchers themselves. Upon analysis, 

researcher typically extracts themes from the data and organises it into a coherent, 

consistent t~lmCl!'AJnlrLr 1997). In this study, focus groups and interviews were 

used to gather and thematic was as a tool for The majority 

of research conducted in the area of 

nature. 

commitment quantitative in 

study was conducted in order to explore the components of organisational 

commitment consequences or outcomes thereof) within the IT industry 

in South Africa as by IT employees The ontological 

assumption underpinning this research is that the belief environment is 

subjective to the individual, and they attach labels to it in order for them to 

make sense of or understand reality (Burrell & Morgan. 1979). epistemological 

assumptions of this study are that knowledge is best gained from the direct experience 

individual. 

willed (Burrell & 

assumed that human beings are autonomous and 

1979). From a methodological perspective. this study adopted 

an ideographic approach which purports that one is only to understand the 

world by obtaining first hand knowledge of the subject 

background and historical information (Burrell & Morgan, 1979). 

The following section outlines tools collection 

on the procedure followed in each rCl~CI~lrl"n session. 

investigation 

with a specific 

as 
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Data for this study was gathered by use of five focus groups and five interviews. The 

objective of the focus groups was to draw out any perceptions that illustrated what it 

meant for employees be committed to their organisation, ways in which they could be 

committed, and the reasons for their commitment. 

Participating organisations were selected as a result of researcher's contacts in 

these organisations. Initially, the researcher approached IT organisations randomly, but 

they were not willing to participate due to the that the IT industry is a pressurised 

working environment and that this field work was being conducted at the of a year 

which was an extremely busy time for the IT industry in terms of having to complete 

projects for clients and so forth. As a result, organisations that volunteered to participate 

in the study did so due to them having either a direct or indirect connection to the 

researcher. Nonetheless, participating organisations represented a and 

representative sample of IT organisations in South Africa. 

The focus group is a form of group interview that is usually used for qualitative research 

where a particular issue needs to explored (Neuman, 1997). The focus group was 

first used during the second world war in order to examine the persuasive effects of 

propaganda, the effectiveness of various training programmes and the factors that 

affected productivity of work groups (Morgan, 1997). Despite its frequent use, the 

method itself was not widely known since it was never reported in research reports until 

recently (Morgan, 1997). 

Focus groups are multi-functional in that they may be used as a self-contained 

method (here the focus group is the primary source of qualitative data collection); a 

supplementary method (the focus group is used in conjunction with another more 

primary data collection source); or as a multi-method approach (the focus group is used 

as one of two or more means of gathering data where no primary source of data 

collection exists) (Morgan, 1997). 

The self-contained method often leads to a research design emphaSiS, and with 

the accurate matching data and research goals to ensure that they are met (Morgan, 
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1997). supplementary method is used more frequently in qualitative research 

studies it may serve as a function to design questionnaires specific 

content, or as a means of following up on coUected data, for example, when the data 

lIectea is unclear or needs to be probed (Morgan, 1997). 

The multi-method is used as an approach add to data already gathered through other 

qualitative means such as observation or interviews. The goal here however, is to use 

method of collection in a way that it unique to the 

understanding of the subject matter under scrutiny. Thus, the probable use of 

groups will be dependent on the researcher's data needs, opportunities, and limitations 

of the field setting (Morgan, 1997). 

Focus groups in a sense are no 

qualitative or quantitative, in that they are 

from any other method whether 

used as a tool to gather although the 

researcher mayor may not prefer to use specific methods in varying (Morgan, 

1 The technique of a group is reliant on the researcher's attention and 

concentration, as well as the group's interaction. is a strength in that it enables one 

to produce concentrated amounts of around the topic of interest (Morgan, 

1 This may one an into topiCS are perhaps not otherwise 

observable, as as and individual's opinion experiences. These are then 

compared in the group discussion, at times, motivating or stimulating further discussion 

around topic or area of interest. A focus group also enables one to gather as much 

as a number of interviews equally as (Fem, as cited in Morgan, 1997), and 

timeously in terms conducting research analysis. 

On the other hand, because focus groups are driven by the of the 

and are hence driven by the researcher into discussion around 

technique less natural than some other data such as 

participant observation (Morgan, 1997). In instances where the researcher is assisted by 

a moderator (as in the case of this study), the moderator will often times also influence 

the group's interactions to maintain the group's interview focus. Although this problem of 

is common in most science methods, it affect quality of 

(Morgan, 1997). 
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f3y the same token, the group itself may also influence the nature,of data it produces. 

That is to say that group interaction affects what each partiCipant or group memberwill 

contribute to the discussion, what is left out of discussion, as well as the typical direction 

in which the discussion flows naturally (Morgan, 1997). Focus groups include both a 

tendency toward conformity (withholding of information that may be shared in private or 

under confidential terms) as well as polarisation {more views in a 

group environment) (Morgan. 1997). If the participants have little involvement with the 

topic, researcher may only collect scattered instances of the material. On the 

other hand, if the participants are highly involved with the topic, the moderator may have 

to work hard to control the discussion (Morgan, 1997). 

When researcher controls the interaction in the setting of a focus grouP. it tends to 

an unnatural environment (Morgan, 1997). focus group is also limited to 

behaviour, consists only of interaction in discussion groups and consists of self­

reported which is known for of subjectivity. On the other hand, there is 

more room for control to be exerted in individual interviews, as well as more time to 

share information as opposed to the focus group (Morgan, 1997). There is also 

potentially less depth and detail, privacy and confidentiality in focus groups than in 

interviews, thereby enabling the researcher to attain a smaller amount of information 

from focus groups than from individual interviews (Morgan, 1997). 

A further of problems arise if the topic is highly controversial or if there is real 

potential for disagreement amongst the partiCipants (Morgan, 1997). For example, in this 

present study, the conversation may have moved to potentially controversial in-house 

issues such as promotions, recognition and working environments. Thus, the researcher 

eeeJea to carefully facilitate such a discussion ensuring that focus was maintained, as 

well as eliciting the relevant information simultaneously. 

Prior to the actual running of each focus group in this study, the brief that organisations 

were given in terms of the content of the group interview was that it would be a 

discussion around an employee's commitment to the organisation, for approximately 

sixty to ninety minutes, and that muffins would served. purpose for serving food 

. or a light snack during the focus group is that it is expected to improve 

effectiveness of (Greenbaum, 1998). This was again explained the 
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beginning of each focus group along with what the function of a focusgroup was, and 

purpose of research. Following this explanation, the and 

would introduce themselves, offered muffins to each participant explained that 

session to be tape recorded (the primary method of data capturing in focus 

groups (Morgan, 1997», in to capture the ideas as opposed to only a few when 

writing them down and strict confidentiality was ensured. 

introduced and gave a brief overview function in 

well as how long they had been there for. 

participant then 

organisation as 

of a series of questions beginning with one question such as 'if 

your company could do one thing make you feel more committed to it, what would that 

be?' to other questions focused around loyalty, satisfaction, performance, 

alienation, organisational citizenship behaviour, to yet a further set of based 

on an example of three 'characters' who epitomised employees having a desire to 

remain with the organisation because they want (affective commitment), those who 

remain because to due to some alternative perceived (continuance 

commitment), and those who felt that they ought to with the organisation 

because they believed it was the right and loyal thing to do (normative commitment). 

Questions such as 'who do you think is more likely to remain with the organisation and 

why?' and 'who is most likely to leave and why?' were then posed around this example. 

Questions in the focus and interviews were as a tool to guide the 

conversation in a specific direction to maintain a focus on the topic of the study but not in 

such a manner that it broke the conversation at any pOint around various 

They were not always asked in a order or manner but were more flexible, 

especially if question already covered in conversation. In some cases, 

clarity was required and probed for, especially when organisational were 

At the conclusion of each focus group ae::;DIl[e any reservations they have had, 

participants expressed their surprise as to ~ow much they had learnt especially about 

their colleagues the different departments, functions, and groups within their 

organisations and also felt at times that open. and confidential 

environment created for discussion around the issue of organisational commitment had 
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some interpersonal barriers to be broken, clarity to be on other related 

'''''''Ln"",_ and for others a learning experience _on why they worked where they did, 

performing the function that they were employed to fulfill. 

group 

sixty and eighty 

should not be more than 

in from seven to participants and lasted in duration of 

According Greenbaum (1 maximum duration 

minutes. of thumb' the 

and size of focus groups for maximum have been 

consist of between six to ten participants and conduct between 

group should 

to five groups 

since 'more' focus groups do not necessarily provide 'more' information 

(Morgan, 1997). further to consider are that the more 

heterogeneous one's groups are, the more focus groups one 

there is the potential for more varying information to be elicited. 

to conduct, 

study's 

were mostly homogenous, in that each consisted of employees from a particular 

organisation, all of whom worked as a specialist in the field of IT, and whom in terms of 

organisational for the most on a par with each other. 

Secondly, the structured one's seSiSIO the greater number of groups one will 

to conduct. It is for the same reason that no specific information is 

and, as a result, one may collect a wide variety of thoughts perceptions relevant to 

the area or variable of interest (Greenbaum, 1998; Morgan, 1997). Overall, one should 

conduct as many 

useful information 

focus group was 

groups as and cost constraints allow until saturation of 

been achieved (Morgan, 1997). followed during 

structured in that the ensured a ",,.,,,,,.'TII,... and 

standardised line of questioning was covered in order to address particularly important 

around the concept of organisational commitment. This also in the 

comparability of data when analysing (Morgan, 1997). 

At the end of focus group the researcher the if there 

was anything they would to add, and 'what the most or 

interesting part of the session for them and why'. It was found that on occasions, 

partiCipants would offer (perhaps unconsciously) further relevant information with 

. regards to commitment and often gave some good examples to illustrate 



Univ
ers

ity
 of

 C
ap

e T
ow

n

their points. These questions also served as a form of debrief :S~:::;:SIU 

candidates to come to some form of closure on the subject of 

which allowed the 

Finally, after conducting a total of five focus groups, the researcher common 

themes to emerging the groups with no new information being elicited by the 

fifth group. 

Individual interviews 

When using focus groups in conjunction with another data collection method, as 

individual interviews. it is important identify which technique to be used first to 

add value to data will be collected (Morgan, 1997). For example, the focus group 

may be used initially to identify some general trends around a certain or topic. 

Individual interviews may used as a secondary technique to probe participants for 

further, more specific information around that same topic, but with a more focused view 

or point (or versa) that would provide a more detailed of data. This may 

be known as a follow-up approach (Morgan, 1997). Alternatively, the may 

choose to use focus groups and individual interviews for example, as a checking device, 

where two different techniques are used to measure the same or topiC, the 

then compared to see if are any differences, and what these are. In 

instance, individual interviews may used as a device to learn more about 

perspectives that were under-represented in the focus groups (Morgan, 1997). 

Thirdly, focus groups often allow the group to control direction discussion. 

is especially useful in exploratory where the researcher may not know much 
< 

about the area of interest, nor what questions would be appropriate to in this regard. 

The focus group is also a good technique studying group behaviour, unlike individual 

interviews (Morgan, 1997). It is also possible to observe direct similarities and 

in the group as opposed to doing hoc from 

(Morgan, 1997). 

However, the primary goal of combining any data collection methods is to ensure that 

the total research nrn"Qt""T is strengthened. regardless of which method is identified 

primary 
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In this study, individual interviews were used as a means to follow-up on the content of 

focus group 

manager (or 

organisation, 

Appointments were made with either the human resources 

of the team from the group for each participating 

similar questions or 1i:li:llJCi:I from the focus groups. The duration 

of each individual interview was approximately in total. The same process 

nm::,u,c in terms of briefing from the focus groups was followed in the individual 

candidate line questioning. Each was tape-recorded for 

purposes of able to capture maximum information as opposed to handwriting 

information during the interviews. The objective of individual interview was to elicit 

the of a manager with to an employee's commitment to their 

to compare this information to that of the focus group participants 

showing u,n.",Yr"", .. it differed or confirmed the information elicited from the respective 

For 

group 

Data 

a brief overview of the method of data analysis, more l'I""n"",'~ 

to as thematic analysis (Morgan, 1997). 

of more efficient and ':::\'l'TiC>I"TI\I&:I data analysis, each recorded 

individual interview was transcribed on a word-far-word basis. As a <::;QI~nl"lln 

each transcription was manually coded and the transcripts were 

a number of files created, one for of the themes expected and found 

during session. Following this, the data was weighted according to 

importance, consistency within group, of occurrence across 

and participants (Morgan, 1997). interpreted by the 

and to research discussed in chapter two). 

interpretation of data in the transcripts was dependent on three primary 

which influence how much emphasis a theme is given namely, the number of 

groups referencing the topic or theme, the number of people within each group who 

theme, the degree of and enthusiasm that was 1'I""ln""r·~TiC.N 

participants as a result of the (Morgan, 1997). A combination of all 
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three is known as group-to-group validation. Thus the higher number of groups and 

participants referencing a particular theme and the higher the of energy in these 

discussions (that consistency of and within grou 

1".::lI(.l'.::lI<=Irl'l"I context. This weighting of relation 

thematic 

more valid that theme is in 

is commonly known as 

1997). 

The daJa in this study is then reported in a style that is to giving an indication 

of its particular 

and the individual. 

in comparison to other data COllectea with to the group 

"1"'''''''''''''' from a variety of transcriptions that were particularly useful 

in describing or making reference to a theme as found in chapter four (the results 

chapter), the frequency thereof depending on the importance of the theme (Morgan, 

1997). 

Summary 

Although not much qualitative research has previously conducted on organisational 

value of organisational commitment. 

commitment 

purpose here was to be able to .::lIV'''III'\I'.::lI 

consequences in a qualitative, in-depth manner. 

This chapter outlined the research rationale, and research context for 

this study. measurement tools, process of collection (focus groups and 

individual interviews), and the data analysis were outlined. 

The following details the results as well as a discussion and analysis of these 

Tn"", ..... "'''''' in context of professionals as as literature reviewed in chapter 

two. 
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CHAPTER FOUR 

RESULTS AND DISCUSSION 

chapter an integrated summary of the results of the present research 

identified thematic chapter on methods), as well as a 

discussion on these results. The reasoning such was to limit to 

which results may have been repeated in a further chapter of discussion, es[)eCla 

the size of the data set. main focus of this chapter is on 

consequences of commitment. 

contextual rpolses. participants' conceptualisation of organisational 1"1'\'''''''''''''''',''''''''' is 

discussed. Thereafter, themes are presented and ,.,I"I.I""I:.Y under the "",:u~l'nr\1'I of 

affective commitment, continuance commitment, and normative commitment. On 

occasion during the presentation of results, a portion of the original transcript may be 

quoted to highlight emphasize a particular point or theme of relevance. 

The following table illustrates the layout of this chapter as well as the Tnc.rn<:,., sub-

themes under which the results have been discussed according to participating groups 

of employees and managers interviewed. Antecedents of affective commitment are 

nrnIAr~.n according to themes and sub-themes. Consequences of all three components 

are listed according to their employee 

perceptions and management pelrCe!Ptlcms are also highlighted. 



University of Cape Town

Employees' perceptions: 
Themes: Reward & 

Learning 
Sense of h",I."'nr,i"" 

and communication; 

Oraanisational SUDDort. 

Side bets 

Socialisation 

Familial q 

Affective 
commitment 

commitment 

1) 
2) Turnover and Intention to 

3) performance; 
4) Organisationall"iti7Ar,<::hiin 

5) 

2) 
3) Job performance 
4) Stress 
5) Job satisfaction; 
6) Organisational citizenship 

behaviour. 

Stress; 
Job "",II'ICf!'l"tlnn' 

5) Absenteeism 
6) Organisational 

behaviour. 

quit; 
2) Job performance; 
3) citizenship 

Job satisfaction; 
Organisational citizenship 
behaviour. 

"~I'1A!::u·eJ n.~ .. ,,.., .... !H,, ... ,., 

raised in 
for normative 

commitment. 
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conceptualisation of Organisational Commitment 

the process of data collection, the concept of organisational commitment was 

introduced to participants in terms of loyalty to one's organisation. Participants were 

how they employee loyalty to the organisation and if they believed it to 

professionals in the IT industry. 

Employees described their experience developing a l'\.::Ior" ... .::IoII,/.::Io11 commitment 

remain with an organisation as something that one is taught. 

, ... comes from upbringing. Your parents are loyal to you - same concept. 

The needs to this as well so employees feel secure. 

You've a job (this is security). It is a form almosL.comfort 

zone. . tenure increases, loyalty increases you know 

happening in the future. When change comes, you need to decide if you 

should be loyal. You need separate loyalty and emotion. If you don't 

feel loyal, you can't really come work in the morning ... ' 

In this case, employee has led to believe through various 

. processes such as family, culture, or organisational value and belief systems or personal 

norms that they have a responsibility to remain there (Allen & Meyer, 1990; Ko at, 

1997). 

They also that loyalty (or commitment) towards organisation not exist, 

but loyalty towards one's profession, programme and customer does exist 'because you 

become part of it. Someone must for the customer'. However, if the organisation is 

small. there is more loyalty towards it because one enjoys working with people in the 

company. 

On the other hand, some employees felt that loyalty to the organisation is a useless 

activity and that one should rather look after oneself because when the organisation is at 

a low, they will retrench you. so, they acknowledge that there are still some 

a sense towards the organisation even if organisation 
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is not loyal in indicates that some may perceive commitment to be reciprocal 

between the employee and the organisation. 

However, commitment or loyalty was described as a behaviour that is no longer 

possible for an employee. Organisations were noted as not being loyal anymore 

'because are to make money ... not like the old where they looked 

you'. 

Various managers when discussing 

following: 

of loyalty to the organisation noted the 

'Most of people are proud work for the especially in 

the competitive environment IT is in .. .they boldly wear their badges on 

site .. .they see it [the organisation] as almost like a family that they belong 

to. It's like a family loyalty. And if they hear anything in the market 

that's negative, they will bring it back with the hope that it gets fixed 

want to be to work for the company. So if they see 

anything wrong, they will back and that, let's 

better'. they will want to belong to a successful company .. .' 

This wearing of company badges stands to confirm the notion that organisational 

commitment been viewed previously as a symbolic process where 

identify ~h"."".''''I\/''''' within the via a shared of symbols and may impact 

on an sense of obligation toward the (Larkey & Morril, 1995). 

They also noted that the longer an employee tends to stay with their organisation (five 

years for example), they will probably stay for life they start to the loyalty or 

commitment much The longer the harder it to leave 

and they to gain a sense of This indicate that commitment to the 

organisation evolves over time (see figure 2). 

Other employees who have 'invested their life in building up that company to being 

where it 

loyalty. 

were also identified by various 

n.IU'LI"",U that loyalty 

as having a heightened sense of 

still exist as a of personal 
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circumstances individual to each employee. Loyalty to other people 

of their input to each other. 

exists because 

One manager commitment to have a domino-type effect it was perceived 

that if everyone were committed. others would drawn in to committing virtue of 

fact that employees are interacting with each other. 

When asked if a particular company's professionals were committed, the manager 

responded in terms of various behaviours describing such commitment: 

But I think that people are extremely committed from the point of view they 

(a) work very long hours if and when it's necessary. We have, there's a lot of 

socializing between staff, which indicates that they are happy. managed 

to get culture fit generally right. We're employing more of the right type of 

people and I think the quality of what we produce - where we have a - there's 

- a customer solution to or whatever people's enthusiasm, 

creativity, commitment to getting it right J think is huge. So ja I mean I think 

fact our business is growing as rapidly is CUtt'.:;)tC'U to 

we are very committed. 

people in it that are -

There is a distinct divergence of opinion in these results between employees and 

management, where predominant response from employees is that loyalty to 

organisation not exist or is not possible because the organisation is no longer loyal 

to the employee. confirms the proposal that organisational dependability is a factor 

aiding in development of commitment (Dunham 1994; Hackett et aI., 1994). 

Management conversely was of opinion that loyalty to the organisation is still 

strongly in existence due to high tenure and thus a sense of relatedness with the 

organisation and history. 

If loyalty to organisation is minimal, it is possible that commitment as typically 

conceptualised may become null and void in the IT profession. This may to a need 

for redevelopment or replacement of this commitment construct. defining it more in 

terms of professional loyalty or commitment. following manager's quote highlights 

the unpredictability of commitment to the organisation amongst professionals: 
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I think the IT industry is known for people moving jobs and I think people do 

because - especially if you're skilled and there's a shorlage in company 

you can get higher, you know, better pay and better opporlunities if you move. 

And I think it depends on the company. If there's not always like a SDeClal 

thought box. If there's not always upwards promotion, you know. If you want to 

really progress you can move to another Maybe develop in that 

sense. I think the bigger companies - like I went to a conference up in 

Jo'burg about two ago. Microsoft all those big companies and they 

were talking a lot about how people get poached and they have a huge 

turnover of there. So I think IT industry generally bad that. I think 

though if you're at a smaller company it's easier to manage that you 

know your staff better you can kind of, I don't know you have, I think a 

better sense of where they aren't happy and you can maybe try and do 

something about it. I mean here as weI/IT's got a very low staff turnover. In the 

year- okay they've had seven people leave when the company was sold 

to starl a new company on the whole they've had maybe one or two -

people leaving in the last four years. 

Antecedents of Organisational Commitment 

Affective Commitment (AC) 

64 

This section will outline the antecedents of affective commitment considered likely to 

increase commitment, as identified by employees and managers at the IT organisations 

in this study. 

Employees were asked what would them feel more committed to their 

organisation; and what would make IT employees more committed to the organisation. 

Their responses varied across focus groups but were categorised by the researcher 

under following headings: opportunities for learning, autonomy, reward and 

recognition, self-efficacy I sense of belonging. organisational politics and communication, 
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organisational culture, leadership management. The primary theme highlighted by 

employees was reward and recognition, including learning opportunities. Managers on 

other hand identified learning opportunities as the core theme, including self-efficacy 

part of theme. findings were employees' and 

perceptions of organisational 

recognition, which were of opposite priority for 

politics as well as reward and 

figure II 

Culture may have been perceived as such it is considered to a 'soft' issue 

which employees in IT industry do not pay much attention to. However, their 

are area and are more likely to identify it as being of 

more importance. a fairly new may be a that is newly 

emerging in the IT and therefore first 

themselves and has not yet been brought the attention of management as a pending 

organis~tional 'issue'. Whilst employees ranked reward and recognition as being the 

core theme, managers ranked it to be of secondary importance. could once again 

as a result 

denial on 

highlighted by the IT 

being more v"' ... "' ...... on 'soft' organizational issues, or it could 

to keep their they need to them more (as is 

survey outlined in one). 

Opportunities for leaming concerns the organisational potential for an employee to be 

to grow in environment in of their and skill, as well 

as their individual career path. 

Four out of five focus groups noted particular importance of being offered leaming 

opportunities by the organisation to their commitment toward or desire to 

with the organisation. Further discussion the indication that employees, particularly 

in the IT industry. are highly motivated by having the opportunity to constantly enskill 

themselves to constant and 

the IT industry. Thus, in order for 

change or technological development within 

to keep latest technological 

advances and to 

need to be in a 

to perform levels, these o ...... nl,...\lo£~., believe that 

of constant learning. 
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Three focus groups noted the ability for to grow in learning capacity (or having 

the space to grow in terms of skill and job opportunities, and an organisational interest in 

their personal development and training) within organisation would add to their 

feeling of being more committed to the organisation possibly due to an in 

variety, However, 'if this stops, it's time move on', finding the results of 

the IT outlined in chapter one if another organisation employee 

what they are not to get at current organisation, as well as higher pay, they will 

organisations. 

These findings may be understood in terms of 'job characteristics' and 'work 

experiences' that increase an employee's level of competence and influence the degree 

to which an employee becomes committed, more specifically, in of job challenge, 

variety, identity. job enrichment, redesign and rotation (Chusmir, 1 Mathieu & 

Zajac, 1990; Mottaz, 1988; Steers, 1 Such both theoretically and 

empirically 

understanding 

the degree to which an employee is able to grow in skill, knowledge, 

job responsibility, thus their expectations having 

opportunities to facilitate individual learning and development. 

These variables were mirrored in the follow up interviews, where the core theme for all 

participating managers was that employees would feel more committed to the 

organisation if they were given a sense career movement (including a variety of 

development opportunities). training internationally if beneficial), as well as 

generally investing in the development of their employees from and including the lowest 

to highest level .:::.mnlnliJ':::'':::' 

Of particular interest was managers' perception that an employee is consciously 

to an organisation due to training debt that they to repay for example, as a 

of some opportunities. This nn"'II~VI"!r leads to more of a continuance 

commitment as defined by Becker's bet or perceived alternative cost theory as 

opposed to affective commitment. Therefore, whilst expectations to be met in 

terms of learning opportunities for employees, the manner in which opportunities 

are offered is of significance in determining the of commitment that will as a 

consequence. 
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Autonomv 

Autonomy concerns the degree which employees are given freedom to do their work 

in their manner and of choice. 

Autonomy has empirically found to a job characteristic that influences the 

to which an employee becomes organisationally committed {Chusmir, 1988; 

Mathieu & Zajac, 1990; Mottaz, 1988; 1 A possible reason for this is that 

employees who are affectively committed are already driven and motivated and not 

necessarily someone ensuring that they do their work, they are 

motivate themselves to complete it and do much more than was originally expected. It 

also them to have the freedom to take initiative (their judgement being trusted in 

the In other words, 'being consulted ... not just having things thrown you.' 

highly rated variables perceived to an employee's commitment were: the 

freedom to express and to improve on or make to (was raised 

as an by three groups); being given freedom to use their initiative rather 

than waiting someone to them what should be done (noted by four focus groups), 

and lastly, the freedom to their own which to work, as well as their own work 

goals and target outcomes (noted by four focus groups). 

Autonomy was summarised aptly by an employee with the following statement: 

'You don't have to wait for someone to you your worksheet or for the 

day; you get to choose things that you are responsible for rather than tasks that 

need be performed so you 

you want to achieve.' 

to use your initiative and to accomplish what 

Autonomy was also ranked as a secondary antecedent by management (three 

out of who perceived a relative autonomy necessary to increase an employee'S 

commitment the organisation. This would be awarded on condition that employees 

display minimal watching, task oriented and not time nl"l.:~nT':'" and ensure that 

their work is completed. In a such a finding one to that 

managers do not trust their employees to use their autonomy effectively and 
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the benefit of the One would thus have question whether or 

not they are prepared to emOiOVeE!S the require. 

include the employee's goals ability to set goals, as well as those of the 

itself and the link between the two. The following findings as they relate to 

commitment, may be understood in of the notion of where individuals 

enter an organisation with a of goals which they eX[;lect to be able to 

achieve. If the organisation is to them to goals, affective 

commitment is likely to increase (Mottaz, 1988). 

ability for IT professionals to able to set and prioritise their own work, as well as 

the individual and team having and challenging was perceived to be of 

forty percent of groups. These would positively influence the 

commitment to organisation and lead to higher standard of 

since both the 

one in conjunction with 

of goal congruency). 

individual 

perpetuating the 

organisation would 

perhaps indicating a 

'/ think it's a problem of where everybody's goals differ. My goals are different to 

what goals are and therefore my goals are more important to me than her 

I think at the day to get everybody committed - basically to 

DeClme committed them happy. And to keep them happy 

obviously you've got to some sort of a mutual everybody to achieve. 

Although we've got our own set of goals but in order for us to get there I 

would say definitely look at something like - you would a target for instance 

have a performance - the end of that if you've r.::l~,ron£J,n a target at least 

somebody that something so that they see at the of the day it's all worth 

it. [your] goals are just as important as my goals. ' 

Thus, it is a necessary priority for such employees to own individual goals to a 

common organsational goal in for them to achieve a success indicator in 

broader picture and one that adds value to the organisation. 
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Management were in of employees on a secondary 

theme level, although more in necessary to increase employees 

commitment to the organisation. Two felt that employees would feel more 

attached to the organisation if they were involved in the strategy of corporate decision~ 

making. Employees, in this instance, would then identify with and help formulate the 

organisation's goals and goal setting nrnI"Qc:c:: and not just be followers thereof. An 

additional goal for employees was identified to be 'having a solution orientation' and 

'problem-solving' perspective. 

Organisational Goal Congruence Theory (Chusmir, 1988) reflects these findings as it 

indicates that when an employee with and effort toward the 

organisation's goals and values, 

indicating a motivational affect). 

Reward and recognition 

and recognition all 

awarded employees. An affectively 
, 

attachment to the organisation is as a of a 

commitment InClrea!ses (once again 

monies recognition 

employee's emotional 

from the organisation for the 

01011188 becomes committed as a contributions made by the employee, where the 

result of rewards received, or punishments avoided (Ko . 1997). 

This study's findings on rewards may be understood in of categories namely, 

task (intrinsic rewards related directly with doing the job or the task itself). social 

(extrinSiC rewards acquired when interacting with 

quality of such interpersonal relationships) and 

on the job and focus on the 

rewards (extrinsic but 

tangible rewards pre-empted by the organization in order to facilitate or motivate 

performance and maintain membership) (Mottaz, 1988). and managers both 

identified forms of organisational rewards to be of 

affective commitment. This may be unique to nr(1,tQ~~~lrln 

emphasis is placed on working for financial gain 

ITII"'!::onr'.c. in influencing their 

in the IT industry where 
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'More money' was perceived by all employee focus groups to the major in 

influencing their organisational commitment. No form (either direct or indirect) 

was mentioned. However, some caution was offered to employees who in a sense, 

overcome by the desire to earn large amounts of money, letting this desire where 
p 

and to what they are to work: 

I think that your major interests are always going to be cash ... You've got to 

strike a balance between what you do and what you earn otherwise you're 

basically going to a victim for everyone trying to pull you into their company. 

Employees specified reward and recognition to those who work hard and achieve 

results, especially in the form of profit sharing. This was aptly described by one to be the 

'main because you know that in years you will be better for that.' 

However, employees noted that an increase in being encouraged and 

for taking initiative work, being overseas for learning if to be beneficial, 

as well as the organisation investing in employees by way of them to 

would also satisfactory Thus, whilst some employees may 

perceive salary rewards to a priority, others placed a higher priority on 

recognition within the organisation as a reward or additional personal development in 

areas that were of to themselves would beneficial in of their 

profession. 

Although three managers also perceived money 

commitment, they downplayed it more to the 

a motivating factor Tn .. "", .. " 

that employees should 

awarded a market related or 'good' salary. The increase in employee benefits either 

financial and, or non-financial such as pension funds, stock options, medical aid, 

employee wellbeing programmes possibly, incorporation of a commission 

within the organisation, were distinguished by managers to promote employee 

commitment. 

Relating to these stipulated rewards is the theory of exchange, individuals 

Tno::.rnC~QI\,'Q~ to an organisation in to receive payments from it (Mottaz, 1988). 

Mottaz thus proposed that rewards (variable in terms of their effect) are the key 

determinants of organisational commitment, and have a more consistent on the 
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employee's commitment to the organisation,. compared with individual rewards, which 

vary significantly in their impact (1988). 

Self-efficacy incorporates those variables that give employees a personal sense of 

value, which would in tum give them a of more committed to their 

respective organisations. Much like self-efficacy belief where the individuals themselves 

believe that they are capable of performing in a manner and the more they 

believe this, the higher their motivation to be committed (Robbins, 1996). Therefore, the 

more employees believe they are of value to the organisation, the higher their propensity 

to commit to the organisation. 

Four groups and four perceived value to 

of primary influence on <:tTY." ..... ,-""'" commitment. 

Sense of belonging concerns an employee's perception that they 'belong', 'fit in', or 

part of an organisation. Perceived sense of belonging is characteristically explained in 

terms workplace cohesiveness (Robbins, 1 which defines the extent to which 

become 

are attracted to, and desire to 

'::'TT~::'I'T':~f'I by factors such as 

gender of group 

of group. 

in or unite with a group or organisation. 

time spent in that organisation, of 

successes, effort to 

But I think once you feel like part a family and that sense of belonging then 

you are likely to stay. There are that started working with me 

and I've worked with the same people in four different companies if they 

to phone up tomorrow and they've started up another company, sooner or 

later I would be there because are about ten or twenty people that always 

work together. They are good and they really - they and roll 

To be part of dynamiC like that - there's nothing like the 
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part of the family I feel 

the sense of nO/,"""'l'lllnrl 

there's nothing to it. 
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like the sense of being 

TI",.,;;or •• nn of their sense belonging and need for affiliation was also perceived by 

to be fulfilled j~ terms of teamwork and a general effort to a sense of 

amongst a number of techniques such as socialising or social 

and perpetuating commonalities employees, thereby increasing their 

This teamwork or sense of being perpetuated common 

between employees (and as a result being "able to work towards a common 

goal), as well as fun employee interaction. 

Managers, mirroring rnnil""'.',." perceptions, listed monthly social to increase 

recognising 

factors in 

organisational communication awareness in terms 

birthdays, special natural between 

increasing employees' affective attachment to the organisation. 

of interaction to develop psychological attachments to the organisation 

been identified in literature 1988; Mathieu & 1990; Steers, 

1 One needs to remember that the of such experiences are largely perceived 

by the employees themselves, thus varying between individuals. 

Organisational OOIlIles communication as a theme is unique this study and has 

not been mentioned in previous empirical It concerns to which group 

and individual politics influences the effectiveness of communication within 

organisation. 

Two key factors were perceived to influence employee commitment namely, that 

politics within the organisation are to a minimum (four out of five focus groups), and 

that the employees themselves are 

by three focus groups). 

to communicate in the workplace 
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It is possible that politics and communication are in the sense that the more 

organisational politics employees is minimised, the more the 

communication in that will be a in ulterior motives, hidden agendas, 

""m .......... '''''''o cliques and more of a relaxed and working This may 

by increased understanding and awareness of other, 

which they perceived would them to work together more effectively, knowing how 

and why their colleagues in various and and how to 

pre-empt potential conflict situations, thus facilitating a successful working environment. 

relationship between communication and politics (and potential problems thereof if 

are handled appropriately) is illustrated in the following dialogue between 

technical and sales 

'The big problem between technical and sales and you're going to get it everywhere is that 
the industry runs themselves. So I'm going to a box and to help them sell that box we 
throw in technical kind of free and kinds have got a budget to meet and 
automatically sales say "don't worry you can buy R10 000 from us worth of 
machinery and we will throw in the support, okay". And that has been the biggest problem 
ut::l..;au~>t:: they're not the revenue. 

We don't get revenue from that. And cost you make on a machine is probably 
about five hundred whereas they are charging their time at two hundred and fifty 
Rand an hour and it might take three hours install it which is seven hundred and fifty 
Rand. 

So that has always been the biggest conflict because people expect the 
support to support their sales. And it should actually work the other way around. They 
should give a box at cost price to bring in the technical side. 

I don't see -- Okay this is my own theory in business. I don't see why a technical guy 
to sit around wait for a sales person to give him work. 
No they don't. 
Why can't we go get our own 
Because they've instructed us to support them. 
We've had major problems there where there's a call for a new client. We have to 

follow procedure where - to fill in an form and if that is not done we can't do 
the support before hand because we've reprimanded. 

And it's also -- also there's been -- particularly at [this company] there's been a, 
an ongoing battle technical and because technical is not allowed to have 
their own clients you're taking away from sales people are 
f=llr1G:>rl to technical people aren't to sell so sell to their clients· 

the can and sell clients. See / mean? 
of somebody to sit down and define 

this stuff. 
This makes people feel like second-class citizens. 
[It also causes divisions in the company because] you're going to be sitting 

downstairs doing no work because the sales guys don't really want to give it to us 
[technical guys] we're not going to give the leads to the guys because we 
the sales guys. ' 
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Managers noted that when employees all like each other and get on well together, in 

conjunction with a determination to communicate and not opting to resolve an issue on 

their own because of pride will positively affect their commitment toward the organisation 

(two out of five managers). Others noted factors such as vOicing one's opinion if not 

happy, and asking for help as having an affect on the increase in an employee's 

organisational commitment. Some managers felt that it would also be appropriate for 

their organisations to have an employee communication forum (a voice for the employee 

in their environment). 

This indicates that managers also perceive the link between communication and 

organisational politics to be a hindering factor for commitment, thus mirroring the 

responses of the participating employees but to a much lesser degree. They possibly, do 

not realise the potential severity of it at present. 

The preferable absence of politics in organisations indicates a desire for the freedom to 

say what they think and articulate themselves in any way they choose in order to be 

direct, open and honest with others, rather than to avoid of such issues due to concerns 

that they will be penalised in some manner for being candid. However, individuals may 

need to be more amenable to positive criticism in order to facilitate such a climate of 

open communication. Management would also need to view any feedback from the 

context in which it is given, rather than as a direct personal criticism. 

Organisational Culture 

Organisational culture concerns three dimensions of culture namely, physical comfort 

within the organisation relating specifically to the tangible work environment; 

psychological comfort which concerns the degree to which employees are 

psychologically at ease with the intangible organisational culture norm; and 

organisational reputation concerning the prestige associated with the organisation. 

These three issues are reflected in the literature as affecting an employee's level of 

commitment to the organisation (Allen & Meyer, 1996, Dunham et aI., 1994; Gellatly, 

1995; Hackett et aI., 1994; Steers, 1977). 
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Employees noted three variables perceived to influence their level of physical comfort 

within the organisation. a comfortable organisational dress would enable 

employee to wear to work whatever they comfortable with as opposed to 

regulatory suit attire, thus increasing their productivity. 

Secondly, investment by the organisation in of suitable equipment, IT network, 

and customer facilities. 

more efficient and OTT,Qt"'TIUiCI 

were perceived to enable the employees to work at a 

to provide necessary customer 

further that lC!l:Ilrlnn valued or quality of 

and were a 

were able to 

Microsoft ... well in tenns of our economic needs our work stations should be 

taken home. Also the end of the day your arms are tired from typing .. Just a 

small thing.. it just shows that listen to you. 

The working environment has not lQ/WlQW;~ been as good as it now, it has 

increased since year, there has more money funded for equipment, 

network facilities to the people ... 

an nnl::>n_nll:l working layout of 

communication an 

areas. This was 

or perhaps, 

to creating ease of 

Managers also noted three variables perceived to increase commitment namely, a 

quality working environment (there were nice offices to work in) with the required 

equipment. Secondly, provision is made 

a focus on 

for training 

perceived to be 

development 

business. 

employees to travel where the company 

send some overseas once a 

a minimal or nOll-e:Klstent dress code was 

The other thing is probably the flexible working environment. We don't really 

have a corporate dress code. There is some kind of policy but I mean 
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everyday ... 

to wear a suit and.tie 

Employees noted a number of variables would increase their psychological comfort 

or ease at work. A relaxed, comfortable, open, fair, honest, and friendly atmosphere was 

perceived to important to facilitate working relationships, which would enhance 

productivity. A good, fast and busy working pace was also important since misses 

the pressure when are slow or quiet' (eu-stress or stress that positively affects the 

performance 

commitment: 

an individual). Trust between staff was perceived to influence 

... there is trust between management and staff and versa (this makes you 

want to stay and them keep longer). 

felt that they should be involved in organisational decision-making (facilitated 

by a good and appropriate organisational structure) and in the organisation as a whole 

since it would increase their organisational awareness and ease with which they are able 

to informed decisions related to their work and would make organization more 

democratic. 

Okay I think as well being involved in the decision making of the business, 

being consulted as well, not just having things thrown at you. I'm not talking 

about major decisions like who owns the company. I'm talking about minor 

things, the way the company's going on, stuff like that ... 

Three managers were of the opinion that a fun workplace as well as good 

communication would increase commitment. 

I think communication. If they improved communication a little bit from say for 

example our CEO. That side of things I think. A lot people were unhappy 

with the way CEO] dealt with staff and that kind of thing. So, I think from 

that I think communication. 
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Other variables ... "" ...... ""n,'on by various commitment were: 

good company atmosphere people get on well Tnr.<:>n"l""r characterised by 

flexibility. and stability; and accommodating environment in terms of time with the option 

of flexible working hours. 

that if a .......... I"'.""~,." believed in what organisation was doing. they 

minimal change with respect to and an 

sound employment equity that would make feel more committed to the 

organisation. 

I think the atmosphere very nice. The people on the whole get on very well 

I think also the fact that the company's quite committed to -

something I forget I've just remembered now - you know whole 

employment equity stuff. Black Empowerment group and that kind ofthing. 

I think the people that of, the coloured black people in company 

really appreciated that, you know. 

Lastly, managers perceived a quality person-organisation and job fit to imperative; 

minimal bureaucracy and procedural and minimal top-down forcing of 

communication ('if you want to know you must ask) to employees' 

of commitment. 

'1'1>"'"0''' perceived a highly rated organisational reputation (one that they can be 

proud of) to commitment included being a company \Il1n,"'<:::I=> 

growth rate is one who high quality to customers 

a strategically and technologically advanced organisation. 
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Managers perceived that employees' commitment would be affected by being a part of 

an organisation which has a history of being prestigious, with international links, a good 

employer, and reciprocates commitment. 

... And got a history as a good employer. It's one of the things that if you 

have a history as a bad employer even though you might have a better 

programmer than next company, you'll to attract keep staff. 

like giving a hot dog a bad name. And we've got a reputation through the 

We're years old. We've got a reputation as 'B employer so peop/e 

seek to come and work for us even though we don't pay the best. 

Employees and managers perceive culture differently in terms of importance, but also 

prioritise within it in an opposite manner. example, employees want adequate 

procedure, whilst managers feel that minimal procedure will increase an employee'S 

affective commitment the organization. Employees perceive organisational reputation 

to be the highest priority whilst managers perceive it to be less important. 

Organisational support concerns the support by employees from the 

organisation in order for to perform better overall, which in turn, 

commitment to the organisation. theme was lowest ranking by both employees 

and 

Employees described organisational care and support its workers to be inspirational in 

motivating employees to perform hence positively influencing their commitment. 

This links with a perception of organisational commitment, stating that commitment is an 

outcome of the motivation to do a particular thing or act in a particular manner (Akhtar & 

Tan, 1994). Therefore, as the employee support from the organisation, they will 

feel more motivated to do things 

commitment. 

the organisation, thus positively influencing their 
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well. They help them - if individual help somewhere say financially of 

anywhere in their personal company does. 
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Managers perceived organisational care of its employees to include helping them to sort 

out their personal problems. not all managers indicated that this responsibility 

('nnn.:::.~ more of an organisational shackle at a time when was preferable since it 

organisations would prefer to 

O'Driscoll, 1997) . 

skill and cut down on employee costs (Randall & 

.. .that's actually a touchy 

work or 

you are touching on there IJIJ .... ,Qu.;,IJ 

1J",,",,au.;;,,,, soon they will start VUI,,,,VILlI or 

contracting in individuals for knowledge because that's what we want. We 

can't. afford to up people and then losing them. I don't want 

have to keep sorting out problems ... that is not my problem ... 

Leadership management concerns the behaviours desired by 

management when performing their within the organisation. These findings 

understood in the light of an employee's desire to be successful. In order for this to 

optimally and satisfactorily their employing organisation should the same 

standards and by so as not to frustrate its employees. This would in turn 

increase the comfort of employees, thus positively affecting of 

affective commitment (Allen & Meyer, 1996; Dunham et aI., 1994; 1995; Hackett 

et 1 1 

Three groups of perceived 'good management' l'I':::'l~ln.:.1'I in explicitly as 

'decisive' to a point that employees know where they stand), as 

organisational commitment. Such management skills are faCilitating 

between management and staff; taking a 

to their 

nT.:::.,r;!;l(,lr1nn as well 

and personal as an .:::.1jQ.M':::'int 

interest in mOlOVI3es by helping them; increasing communication and understanding. 
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Consequently, employees 

organisational leadership 

organisation in a lull, thus 

concem . shoddy management' or poor 

to a in market share, thus leaving the 

an commitment to that organization. 

The altemative would be to employ 'new in positions of leadership or 

management to pull the organisation up from the bottom. 

Employees alsofelt that IT 'organisations employ managers that know what they 

are talking about before they start issuing deadlines, and demands, and 

least some sort of idea of what employees are doing'. They will also therefore not 

frustrate the employees so much by phoning every few minutes to aggressively find out 

'what the hell is going on ' when a problem occurs. 

Participants drew a distinction managers and leaders. Their reasoning was 

such that managers do not management skills although they may be competent 

leaders. Managers should not tell the technicians what to do as this causes a 

heightened sense part of the technician being a in the 

field. This is seen as 

competent in the field, 1\lll"",rQ 

employee's skill by someone who is 

... "''''''''' .. ''' do not always have IT but 

should rather have the ability to understand what the technician is 

Managers perceived on, approachable and down-to-earth 

as a good relationship I'\AT1IA/A.:~n management and employees to 

as well 

T!:It"lrnrc;:, in 

increasing affective commitment (thus mirroring the responses of 

employees, although employees ranked leadership management as a secondary 

theme). 

Conversely, 

uncertainty, 

their 

with empirical 

(perceived 

felt that having a poor relationship with employees, role 

feedback and important information would definitely decrease 

organisation due to frustration. are in line 

which an employee's level of psychological comfort 

organisational support, role clarity, minimal conflict, and 

supervisor interaction) is directly related to their level of oer'Cel'l/ea !:Itt'::'l"tI\/A commitment 

(Allen & Meyer, 1 Dunham et aI., 1994; 'Gellatly. 1 1 Steers, 

1977). 
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Organisational commitment has been linked to a theory, which states that motivation is 

driving factor and commits an employee in some way to the organisation and 

compels them to produce work (Mayer & Schoorman, 1992). Many theories of motivation 

be linked to that affect or not an becomes affectively 

committed to organisation. theory X Y may seen as an 

overall reflection of factors that and commitment 

where he proposed that factors such as participative decision making, responsible and 

challenging jobs and good group relations to be' key in the development of an 

employee's job motivation (Robbins, 1996). 

Continuance Commitment (CC) 

A continuancely committed employee has been identified as one who feels that they 

need to stay employed by their organisation due to the perceived costs associated with 

leaving the These costs are known as 'side bets' (Becker, 

1960 as in Meyer et aI., 1 

Employees participating in this study identified various bets' that are likely to 

influence continuance commitment amongst IT professionals. Two employee focus 

groups noted family responsibility as an important antecedent of continuance 

commitment. 

Others identified share options (because one can a lot of money out of these) to 

be side bets, as well as organisational resources such as free internet access, 

email, the internet access in South Africa, equipment and up-tO-date software and 

tools. for specific training was identified as a bet, as weI! as 

financial obligations such as being tied in by on one's children's 

educational 

.... I'm just thinking of my husband's environment. The poor husband has got to 

stay there because my little one has got to get a bursary. Expensive. You know 

are no other on type knows that says, 

"okay I'll into the job and make the best of it. How can I make the best of my 
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job? I enjoy it and actually some fun of it" ... but I necessarily 

They noted that an employee is continuancely committed as a of these costs 

or obligations to provide and not as an emotion or feeling tying them to the 

organisation (as compared with affective commitment which may perceived as more 

of a induced type of commitment). 

This is interesting as it "'vl ... r"'c.:tc.:t,:~c.:t key differential "",,,,,",,c.o tseCKE~rs and Allen 

conceptualisation of continuance commitment. l::SeC:Ker (1960, as cited in and I\IIC"":',," 

Meyer al., 1993) argued that it is behavioural in nature it involves the 

accumulation of side bets, Allen and Meyer believed it to attitudinal since 

they Becker emphasised the cost associated with discontinuing an action (and not 

actually discontinuing them), which would be classified as a psychological state 

employees' to the organisation (Allen & Meyer, 1990). 

study indicates an emna01ilee may continuancely committed as a 

of noted costs, and not nec::es~sal 

tying them to the organization. 

the emotion or (psychological 

out of five IT managers the issue of education policy as a means of tying 

employees to the organisation. Employees sign an indemnity for their awards or an 

acknowledgement of debt that would them up to the company for a number of 

in organisations to this one may 

omeCliive .. but which also ....... "'",...""."" to the 

.. . but they were tied in for two years and for the first 

back the full amount then for after a year, 

decrease by eight percent or whatever it works out to 

Managers also noted that some share options, 

employees are not able to for a maximum 

to achieve the same 

a considerable ... 0.·''' ..... 

would be liable to 

month it would 

. agreements 

of two years) and 

mechanisms can be used to employees to the organisation. 
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This a new dimension to the understanding of Becker's bet theory in that 

these tying an to organisation are as a 

result of a act on the part employee but may as a deliberate 

technique on of the organisation to the employee in, a strategy of 

enforced commitment. 

Normative Commitment 

A normatively committed employee been i~entified as one who feels that they ought 

to stay employed by their organisation to a perceived sense of obligation influenced 

by early familial or cultural socialisation, as well as a on the part of 

employing organisation. One of 

loyalty to the organisation. It has 

",f'!'i!'f'VC' of such socialisation is a perceived sense of 

suggested that commitment may develop as a 

result of such individual predispositions (Mathieu & Zajac, 1990). 

seGUUfI concerns the on an commitment to 

the in the IT industry. 

Employee focus groups in this study identified all employees as having some sense of 

loyalty to their work and working environment. 

human nature to loyal to who you are with or build up a 

with, loyalty from .. don't think one should be 

loyal to the organisation, rather look after still loyal to 

company'. 

There's a sense that we ought to reciprocate to an organisation that 

given a person something'. 

finding with which principle of 

lead employees to obligated to remain with their organisations (to 

loyal). where an employees receive some form of reward or investment from the 

organisation to which they 'must' or 'should' (Ko et aI., 1997). 
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CONSEQUENCES OF ORGANISATIONAL COMMITMENT 

This the behavioural consequences of commitment. Six 

themes were If'iO ... ?,t'\of'i to be of perceived relevance in 

1. Job 

completes 

Turnover 

manner in which employees perform their work tasks and 

at work. 

intention to quit: employees intentions or the potential to leave or 

terminate employment with their respective organisations. 

3. Stress: tension or strain employees may as a result of their 

particular of circumstances within the organisation. 

4. Job satisfaction: the degree to which employees feel satisfied with their job in 

the organisation. 

S. Absenteeism: extent to which employees are late for or wor, and 

the total amount time they take off work. 

S. Organisational behaviour: the degree to which do more 

than is organisation. That is to say, they go and 

beyond' or constraints. 

These will be as they relate to affective, continuance, normative 

commitment with a distinction being made between the perceptions of employees and 

their managers. 

Job performance 

Two out of five employee groups identified the behaviour an is 

affectively to to characteristic of spending more 

working hours or working, for which they do not get paid. They' do this 

because they enjoy 'staying around' or wish to complete unfinished work. 
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Various described 

flexible in the way they perform their 

characteristics of such an individual as being 

is a worker, good at their job, and is fairly 

autonomous (no one watching over their shoulder). 

In terms of time management, the ",""" .. tnlolu committed employee was 

enjoy being constantly busy and during 

time, will work and is more learning ". ...... ,,. .... ,.. 

on new products, to learn anything and implement it, will work 

more productive. 

to 

more 

to work 

and are 

The affectively committed employee was perceived to have a strong customer 

orientation where they are good with clients, friendly and helpful, making sure the right 

information is IJa.,.,..,u on to the right oeCIOle 

immediately without purposefully delaying the 

likely to 

will query a 

are valued by 

a client 

is 

lively, innovative, enthusiastic, 

dedicated, and vibrant, trustworthy, have a positive which 

enhances the working environment. 

Of interest here is the fact that most of these behaviours are descriptive of the 

antecedents required to increase affective commitment. This not only 

significance of the antecedents, but highlights the manner in which 

they affect job 

Such behaviours, which indicates a willingness to extra effort to perform, was 

found to correlate partially or weakly with affective commitment (Mayer & Schoorman, 

1992), but is not a definite indication of an affectively committed high performer, 

affective commitment to organisation does not relate to a 

considerable effort on behalf of the , where the desire to a 

of the only to the to remain a member 

(Slocombe & Dougherty, 1998). However, in this study, 'exerting extra effort' was 

in terms of specific behaviours such as working extra hours and being overly 

enthusiastic in response to work demands. 
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Conversely, some employees also felt that an excessively committed individual may 

become nag' or annoying at times, due to the fact that are on move 

constantly. This may indicate that the performance of an affectively committed employee 

is not necessarily motivating to other employees to perform. 

Managers on the other hand identified the affectively committed to reliable, 

owning a particular task given them, and constantly on it until it is resolved or 

completed. They also felt that the overall 

employee is good and that they 

inclined to make things happen (active pursuit). 

enthusiastic, innovative and happy in 

themselves or the work that they are doing. 

In instances where commitment previously 

degree of emphasis was placed on satisfying 

improvement (Allen & Meyer, 1996). 

committed 

they are more 

be creative, 

to make excuses for 

to performance, a greater 

.,yn,rn.,.,r., and continuous performance 

tn1'~:'''':''Cl>TI''''''' to note that managers did 

not make any mention of performance in to the customer or client, whereas 

employees believed this to be an important factor in performance of an affectively 

committed individual. In addition, no 

continuous performance improvement. 

mention was made by employees of 

Turnover and Intention to quit 

Previous has that employee turnover is significantly related to 

affective commitment (r ::::: to r::::: ) (Allen & Meyer, 1996). The results of this study 

indicate that both employees and managers perceive turnover and intention to quit as 

being significant of commitment. However, employees perceived 

the affectively committed individual to the most likely to leave the orgt:inisation. This is 

contrary firstly to findings where the affectively committed employee 

becomes to organisation and is therefore most likely to 

remain. Secondly, for an to be organisationally committed, they should 

express a to maintain in their organisation {Akhtar & 

1994; aI., 1 
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Three employee focus groups felt that an affectively committed employee is most likely 

to leave the organisation because of the drive for motivation and the drive to be 

motivational. Others felt that they would be most likely to leave the organisation if the 

organisation is slow because they want a faster moving organisation and more 

challenge, or they are offered the same 'vibey' position at another organisation, or 

because they get all the opportunities due to their dynamism (mentioned in two out of 

five groups) and because affectively committed employees have a good name and 

reputation out on the market and are headhunted as a result. 

Alternatively. various other employees felt that either an affectively committed individual 

was least likely to leave the organisation because they want to be there, or because of 

their bonus and because they are happy there and are really enjoying their experience in 

their current organisation. 

Two out of five managers identified turnover in their organisations to be low indicating 

that the majority of their employees do not leave the company. 

Other managers felt that the above low turnover was as a result of the fact that these 

employees want to remain employed by their organisations because the company is 

young and dynamic and there are opportunities to grow and develop and to be part of 

current change in progress. If they do leave, it is either because they have decided to 

emigrate, to get more work experience overseas, or more money. 

Stress 

Stress was seen by employees to be of some significance as a consequence of 

affective commitment only in that affectively committed employees were a sign of stress 

to others 'because they want this and they want that, but the stress doesn't make them 

feel like it is pulling them down'. Managers on the other hand, did not perceive stress to 

be of any significance. 

This links with the employee's experiences at work and the affect stress has on their 

commitment (Steers, 1977). Stress felt by or placed on other employees is more than 
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likely to decrease an employee's commitment to the organisation, especially if it is 

... ",,,.,,,,,YI\IO in nature. 

perceptions identified in this study are interesting in that 

behaviours of affectively committed may once (as in job performance) 

a negative impact on other employees. of empirical 

not been found to be of commitment. 

Absenteeism was perceived by employees to a highly significant consequence of 

1"1"&:>!'Tnl&:> commitment where managers felt it was not significant at all. 

has traditionally been conceptualised in 

"""",:,o""'£>"",',,,rn where a significant relationship 

commitment and voluntary absence (Randall, 1990; 

between affective 

1998). Theoretically, the 

affective!y committed employee is predicted to exhibit low 

(Gellatly, 1 

of absenteeism 

employee groups noted that an []I01ifee with high of affective 

rTllTlrnOnT is 

Other oartlCI[)atll 

to come in late for 

felt that this may 

are not really sick. 

as a of fact that the 

affectively f'nrnmiitt.:.rt employee wants to be at work, and they know that the amount of 

work they are to do will be greater when they return to work. Alternatively there 

were those who noted that the affectively committed individual might take a 

chance at coming in to work late, since the boss knows they have a good reputation. As 

a result, if the employee is tired for example, they may feel that coming in late is worth 

the risk or is low in 

These findings to those of Allen and Meyer (1996) where significant negative 

correlations were found between affective commitment and (1 

also that []IO'lfeE~S with high affective commitment are !:Onc:!l.::.nT 

with lower <>'''';'1"''1\10 !""r'nlmitinOI'lt a it may to 

this study's findings, l:lItt'::~f'fl\,I""lv committed employee who that in 

with 

is 
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worth the risk may 

voluntarily come in 

lower levels of ~ttt:>l'tl\/O commitment than 

work at all. 

not 

Organisational citizenship behaviour is by five dimensions namely, 

altruism (the of an employee by another to finish their in unusual 

situations), (an employee agreed expectations their 

job), sportsmanship positive over negative), courtesy 

(problem solving or prevention), and civic virtue (support for organisational 

administration function) (Burns & Collins, 2001; VanYperen et aI., 1999). On analysis, 

participants in this study perceive altruism, conscientiousness, and civic virtue to be 

exhibited by affectively committed employees. 

Two participating 

commitment as 

organization (task ..... "".-I' ....... n'I'" 

focus groups 

do more than is 

employee with high "'TTA::'I"'Tn.''''' 

of them in or 

This may be shown in behaviours such as their arrival 

work earlier in the morning than is required and making the extra effort. They will 

help other employees when they need help, for example, to catch up on their work or will 

pick up someone 

forth. 

phone if it is ringing and the norc:: ..... r'\ is not at their desk and so 

following quote 

what is required of 

they will 'do extra'. 

U\"UJClU:;;., an employee's for actively dOing more 

'If you like your job 

things just to make It 

note that if an employee improvement at work, 

you like the comforts you're going to do 

Just make the company make yourself 

better, make the situation better, anything.' 

individual employees 

behaviour and giving sales 

the sharing of information would show such 
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Managers also identified the behaviour of an affectively committed employee in this 

category as staying longer at work and working over the weekend if necessary (two out 

of five managers). Further descriptive behaviours are that they are always willing to put 

extra effort into the company; will help other staff members if they need help; will take 

things on that are not their responsibility; will get involved in other areas of the company 

and are committed to making things work for the whole company. Conversely, some 

managers believed that being affectively committed does not automatically imply that 

such an employee will do more than what is necessary. 

It may thus be suggested that an affectively committed employee is likely to exhibit 

significant levels of organisational citizenship behaviour. This links conceptually with 

commitment, where a committed employee will show a 'willingness to exert considerable 

effort on behalf of the organisation' (Akhtar & Tan, 1994; Porter et aI., 1974). 

Continuance Commitment 

Job performance 

The following findings may be understood from a theoretical and empirical perspective 

where continuancely committed employees are not as likely to exert effort to perform, 

since they are only committed to perform to the degree that it creates job stability in view 

of their alternate perceived costs (Meyer & Allen, 1991; Hackett et aI., 1994). 

Forty percent of employee focus groups identified continuancely committed employees 

to be dedicated to their job only between the hours of 09hOO to 17hOO and that they only 

work for the salary. 

Other individual employees described the continuancely committed individual as not 

putting themselves under pressure to perform since 'tomorrow is another day', as being 

only fifty-nine percent productive, as doing whatever they want to do, not being 

proactive, being slack with clients, and as the type of person who observes when things 

change and then later decide if they are going to follow suit or not. 
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will also show that they are doing things so organisation won't 

retrench them .. .they will do this by trying and NOl',W"',1'Y as 

possible ... "look what I'm doing" ... will market themselves to u,u .. "",;.u like the 

affectively committed person". 

same employees are not excited, uncooperative, may pull other people down, 

angry, are fairly reliable and (,the normal working in a normal company). 

They know their job so they really be and have a amount of knowledge 

so can ask questions. factors all ultimately affecting the performance 

of the employee and perhaps that of in a negative manner. 

Various managers described the overall job performance of the continuancely 

committed employee as being negative, punitive, de-motivational, and not innovative or 

of a problem solving type nature. employees would prefer to to how it has 

always done. They have a negative attitude, are not customer focussed, do not 

care and make excuses their work not good (shift Managers also 

identified stress symptoms (see section below) as affecting performance 

employees become fatigued and their creativity rlAI~rA':lQ.'::'Q. 

These findings are confirmed by those of studies, where continuance commitment 

is negatively related to overall performance of employees, as well as their level of 

innovativeness (Mayer & Schoorman, 1992; Randall & O'Oriscoll, 1997). However, an 

interesting perception is that continuancely committed does 

perform to required by their job but sometimes low levels, 

to the detriment of the performance of others. 

Turnover and Intention to quit 

These findings are confirmed by and should be viewed from the perspective that 

turnover is not conSistently related commitment. In cases where a correlation does 

exist, it is negative in nature (Allen & Meyer, 1996; Randall & O'Oriscoll, 1997). 

HO'WS'iJSr a continuancely committed employee's intent to remain with their organisation 

is fairly strong (Mayer & Schoorman, 1992). 
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Three employee focus groups noted that continuancely committed individual is the 

most likely to the organisation if alternative options. Two groups of 

oC! .... 'r"n.:)1'I them as being likely to leave because they are getting 

paid doing literally nothing at work and a sense of being in a comfort zone. This 

is of an employee who stays with the company because no 

alternatives. employees are also necessarily head hunted 

become a fallback for stability within the and are 

them until a more .... "'."''''',.'0'''' professional is or organisation to 

they have 

circumstances). 

reS:DOlnsilbiU1:ies which to care of (indicative of personal 

Additional behavioural examples of such employees were that when they they are 

not good enough anymore, they would train or upgrade themselves before .""",,",..,n to 

increase their alternate job opportunities. employees also with the 

organisation on occasion as a result of location, where their organisation is to 

home than one that they would prefer to work is further away. if 

these employees not move organisations, they are likely to remain there next 

twenty they get. more difficult it becomes to move or such 

risks {see 

Two out of five identified these employees to leave if their performance was 

poor (in these cases they are usually or eventually asked to leave). or in oases \AlnQr'o 

they are not able to work fast enough. 

Other individual the continuancely committed employee as one who 

would remain with due to their family or minimal industry 

work experience. they would leave the organisation as a result of a 

decrease in their performance due to increased stress, a lack of necessary skills, are still 

studying and are young and playful, not ready for responsibilities that 

organisation places on them; low job motivation; altemate job opportunities. 

These findings confirm of literature where 

predictor of turnover (Randall & O'Driscoll, 1997), and 

employee that organisation may be 

commitment is a weak 

continuancely committed 

"'YOl'",C!£:.1'I as having lower levels 
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of commitment compared to those who remain (Porter 1974). However, of interest 

was management's opinion that continuancely committed are more than 

likely to leave the organisation they perform poorly or realise this 

"";un", .. """,,,,: and hence take the initiative to the 

groups were more of the opinion that if the employee ,.,"',,,""'" 

to them having alternate opportunities, which may 

by their current organisation. 

an 

Whereas, focus 

it was 

of unmet 

to a consequence of the continuancely committed 

working in a negative environment. This in them not being 

to work, which consequently adds to their However, in 

their behaviour will give the impression of being very laid back. 

Whilst disposition may be one of relaxation, it is more likely to a fat;ade 

due to their of desire to work. They will be noticeable at work when things get 

stressful or problematic. but otherwise will keep to . only partially 

visible. In addition when this employee is uncertain as to what the job entails and when 

the job will (future uncertainty), their stress increases.· 

out of managers identified stress as being a 

reasons for this are: 

'If given the right tools to do the job .. .if they have an 

. .if a colleague lets them down (if they need the 

to something and they don't do it, they have to handle the 

own and explain to the customer) .. .time ... organisations 

continuously wanting more and more out of the employees ... work impinges 

on family 

These findings were unexpected in that stress symptoms are not a commonly found 

consequence of continuance commitment. This could be unique to IT 

where the average continuancely committed employee works at a competent 

endeavours between this and their alternate """C!lnnn 
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and begins to feel pressurised by the organisational demand outputs, 

ncrea~)ed service provision for which they may not be or are not willing to 

expend time to perform. Stress in decision to either ... o'"fr.rl...., organisational 

to alternate or the possibility of losing their which is not preferable 

Both employees and managers job satisfaction to be of little as a 

consequence of continuance commitment 

S;;;n'n,h'loUiCIDR identified the continuancely 

they to. Alternatively, 

professional to enjoy going to work 

perceive themselves as working 

too in proportion to their remuneration ... ;"r'""",,,,,n thus indicating an 

Some managers described continua neely 

in terms of relational issues at work. 

Both of findings here relate to of 

continuance rnrTUT1UTrT,g is negatively rOI<:lIT.:>n 

co-workers (Mathieu & with 

Absenteeism 

employees as not being 

studies which indicate 

as well as satisfaction 

1990; Randall & O'Driscoll, 1 

Overall, rnn,,,,,,::: .. ,, .. , rated absenteeism to be a significant consequence of continuance 

commitment, \Alnoro:.~ managers perceived it to of no 

Theory predicts to be negatively related to a with organisational 

commitment (Mathieu & 1 and it has also found to be positively, but 

weakly commitment (Mottaz, 1988). Allen and Meyer (1996) 

found no between continuance commitment and absenteeism. 
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Two employee groups described the continuancely committed individual as likely to 

arrive at work five minutes late or on the deadline because 'they will do anything to get 

back at the customers'. Other individual employees characterized the continuance 

employee to arrive at work on time because they ought to, and plodding away; taking a 

chance at arriving late; and as being the most likely type of employee to be absent from 

work when they are not genuinely sick. 

Managers mirrored the views of the participating employees to a certain extent where 

they also described the continuancely committed employee as arriving at work late; 

arriving at and leaving work on time (no more and no Jess) even if their work load is high; 

will take a one hour lunch break as well as two tea breaks methodically every day and as 

being absent if their motivation is low. 

It is believed that the primary motivation of the continuancely committed employee is to 

maintain membership in the organisation. This leads one to speculate that these 

employees are aware of the absence norm in their department, team or organisation, 

and are not likely to allow their personal level of absence to exceed the norm as it would 

jeopardise their organisational membership (Gellatly, 1995). Hence, a possible reason 

as to why employees described in this finding are most likely to be absent from work, or 

to arrive late, but not to an extreme extent, lest they be fired. Gellatly (1995) also noted 

that employees who report higher levels of continuance commitment should be absent 

from work more frequently than those with lower levels of continuance commitment. 

Organisational Citizenship Behaviour 

Employees described the continuancely committed professional as not exhibiting any 

behaviour that extends beyond the boundaries of what they are expected to do in their 

work role or job. Rather, their characteristic behaviours are that they will avoid overtime 

work; arrive late and leave work early; never work through lunch breaks; do what they 

have to do or what is necessary; will not pass on messages to others; will not do 

anything extra or go the extra mile because they do not feel it is in their interests to do so 

since they 'have' to be at work. When these employees do not want to be retrenched or 

fired because of their need to be employed by the organisation, only then do they 
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become more visible in the work that they do, come in earlier, will go the extra mile (not 

for the organisation, but for themselves). 

Two out of managers described these as doing just than enough, 

never more. Others noted that they might work long hours, but only impress. 

findings thus indi.cate that continuancely committed do not net::es,sar 

exhibit organisational citizenship behaviour but low levels of performance and 

satisfaction. Where organisational citizenship behaviour is observed, it may instead a 

form of impression management for the benefit of the observer. concurs with Allen 

and Meyer's (1996) empirical finding organisational citizenship behaviour is 

unrelated or negatively related to continuance commitment (Allen & Meyer, 1 

Normative Commitment 

When interviewed, managers did not raise any comments pertaining to the behavioural 

outcomes of normatively committed employees. This could as a result of their 

perception that normatively committed employees do not consciously exist, or that they 

are inconsequential in broader organisational context. 

This study's findings to and may understood from a theoretical nQI'~n,g/""TI\/Q 

where a normatively committed employee is unlikely to want to exert effort to perform. 

Empirically, performance is either negatively or unrelated to normative commitment 

(Meyer & Allen, 1991; Hackett aI., 1994; Mathieu & Zajac, 1990; Meyeretal., 1989). 

Employees described the normatively committed professional to be one who is not very 

productive, but takes every day as it comes; stuck in a rut; not innovative or motivated; 

and just with the flow. do not even the motivation to go out and look for 

.. just work to earn a salary ... has to know exactly what they are doing nine 

to five, but will their deadlines. 
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Two employee focus groups described normatively committed employee as being 

the most likely to with their organisation, and continue employment there for the 

next fifty Other behavioural characteristics identified were a reluctance to leave 

the organisation due to a perceived obligation to remain, 'which a moral thing. 

Whether you like it or not, you should do ,or because . organisation has been kind 

enough to give them a job. also described as type of employee who feels 

trapped there are other alternatives ('in the industry, things are pretty vibrant, 

so no matter who you are or what you do, you're very likely to find another job~, but they 

feel that the right thing to do is to stay with their organisation (loyalty). In spite of this 

loyalty, the normatively committed employee is going to happy being employed by 

their organisation because they are making money and they can handle their position 

without a problem. 

In summary, the predominant finding here, was that normatively committed employees 

are more likely to stay than leave organisation. This is confirmed by previous 

research findings indicating that normative commitment is significantly negatively I::IClLI::I.I 

to employee turnover (r :::: -.20 to r = -.38; P < .05) (Allen & Meyer, 1996). 

Employees identified the normatively committed professional as creating a negative 

(and perhaps stressful) impact on other employees around them which could easily 

cause disturbances. They experience stress as a 

will result from the conflict between how they 

they should behave. 

of their value system, where 

they want to behave and how 

Participant employees also noted that could result from the fact that IT 

industry is constantly changing and normatively committed employee not liking 

change may feel threatened by it. This indicates that symptoms as a 

consequence of normative commitment may be unique to the IT profession; also in that 

it is not a commonly found empirical consequence of normative commitment. 
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normatively 

one who 

employees were described by employee focus groups as 

in job. They do not have a job specification, do not 

know 

may cause 

their job role incorporate an element of variation, which 

dissatisfaction. 

Absenteeism 

The normatively committed were described by employee focus groups as 

being the least likely to at work late when they are not genuinely HI for example. 

No matter what the situation may they will go to work ... 'they are the furniture of the 

organisation'. 

No significant findings were exhibited in previous studies between absence and 

normative commitment in the conducted by Allen & Meyer (1996; Gellatly, 

1995). However. a significantly 

absenteeism and normative commitment 

normatively committed 

confirming the above findings. 

is unlikely 

Organisational Citizenship Behaviour 

relationship was identified between 

aI., 1993), indicating that a 

voluntarily absent from work, thus 

Participating employees identified the normatively committed individual as being the 

type of person who is of the opinion that they have to work, are thus reluctant to help 

others and will not do anything extra. Should they in a they have to 

help a customer, they will ensure that the customer knows 

favour. 

they are doing them a 

This contradicts the finding that employees who define their jobs more broadly or exhibit 

extra-role behaviour, have strong normative commitment to (Allen & 

Meyer, 1996; Morrison, 1994). 

\ 
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The following diagram serves an illustration of how the participating employees and. 

managers the three of organisationally committed When 

considering motivation-hygiene theory, it may possible to 

affectively committed on a continuum of being satisfied not satisfied 

continuancely as well as normatively committed employees as being not dissatisfied to 

dissatisfied, the affectively committed employees seem to predominantly motivate 

themselves (intrinsically) to be committed to their organisation. On the other hand, the 

continuancely and normatively committed feel that they have to or are 

obliged to committed to their organisations whether they are in or not. In 

this case extrinsic factors are going to be more motivating or important to them in 

keeping them at the organisation. 

This also serves to indicate and confirm that personal characteristics, (as well 

as job characteristics, and work experiences as discussed above) are important 

of predisposition to organisational commitment (Steers, 1 

Important to note is the shift in commitment over time as perceived by 

participants (which may linked to their career aptly summarised by the 

following: 

'You know I was like that. Then I sort changed .. ,! would want to work 

overtime. Now I want time. is what my hassle now. I find I don't 

have time .. .! need to work to have that time ... [commftment is dependent on] 

your perspective on and where coming from. ' 

The shift from affective commitment to continuance commitment and thus the increase in 

perceived costs over a period of is clearly highlighted by this diagram. Where costs 

continuance commitment is more likely to develop (Meyer & Allen, 1 ). The 

diagram shows that forms of commitment (as they in the form above) 

increase likelihood that employees will remain with their organisation but are still 

independent (Allen & Meyer, 1990; Meyer & Allen, 1984; Meyer ai., 1993). 

manner in which personal (such as or socio-economic 

background) influence the to which employees are committed to their 

organisation is also evident from the above diagrammatical representation. Younger 
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seem to more emotionally committed to the organisation. As they grow 

older and acquire more responsibilities, their perceived of leaving When 

nearing retirement, they obliged to invest back into the organisation. This may 

impetus to Becker's theory which suggests that investment in organisation 

increases with age, opportunities for achievement, education, and central interest, all of 

which are found to be significantly to commitment either negatively or positively 

(Chusmir, 1988; Mathieu & Zajac, 1990; Mottaz, 1988; 1977). 
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Summary 

This chapter presented the results of this study as well as a discussion of results 

in the context of the literature review in chapter two. The results and discussion were laid 

out according to affective, continuance and normative commitment, each beginning with 

their antecedents concluding with their consequences. 

The development of affective commitment for this study seems to be comprised of a 

number of antecedents, some being broadly congruent with previous empirical studies 

(such as work experiences, job characteristics, rewards, and affiliations), and others 

unique to this population sample of IT professionals (such as organisational politics). 

Continuance commitment is predominantly anteceded by side bets as described by 

tlSC;KSr (1960, as cited in Meyer al.,1993). may be in form of financial 

obligations and repayments, family responsibilities, lack of altemative job opportunities 

and so forth. 

Normative commitment typically results due to the manner in which an individual has 

been socialised or taught by family, or the organisation itself to believe that to remain 

with their organisation is the 'right and moral thing to do'. 

consequences of all three components were not always in agreement with previous 

empirical studies, thus uniquely contributing to a scientific body of knowledge in the field 

of organisational psychology, due their qualitative description and exploration. 

following chapter presents the limitations of this 

future research areas in organisational commitment. 

study as well as possible 
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Limitations of the data analysis method used in this study have already discussed 

in the methods chapter. This chapter will therefore briefly discuss four other key 

limitations this study as a whole and some recommendations for future 

areas in field of organisational psychology. 

limitations 

Firstly, a significant number of participants were included in this study. The size 

is not broad enough to able to results to the whole of South Africa or other 

professions beyond that of information technology. Whilst the number focus groups 

conducted elicited information beyond saturation point, more interviews could have been 

conducted with managers at a point in to probe for information where 

perceptions differed Significantly with those of employees. is thus a further 

limitation this study was conducted cross-sectionally due to time imposed 

research constraints, as opposed to in a longitudinal manner and the that may 

been gained from this. As a result, no 

inferred from the findings of this study. 

relationships may be or 

Secondly, one of the of qualitative research is that it is able to capture a 

portion of real replicate this in some form for the greater understanding of others 

add to an already existent scientific body of knowledge. However, it does bring in 

to question the subjectivity of the where the researcher analyses data by 

identifying and sub-themes, which in turn nl'lCI.ct.::ll'''I' in a form of their choice 

and analyse according to their understanding. Whilst subjectivity is a 

qualitative given, it should still be taken into account as such upon retrospection. 
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participants where participants may respond to questions or 

manner that is socially desirable. 
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desirability of. 

information in a 

limited previous in area of consequences allowed for limited 

comparison of results with previous although rich were elicited in 

this $tudy and.will hopefully a other researchers to build on compare 

with in the future. 

Future Research Suggestions 

During the course of research, a number of potential areas for future study were 

identified. 

specific potential area was identified in one where the South 

African IT skills shortage and 'I/"u'\_nr\n was raised as a concern, is a real 

for organisations to work on a ",",.."1'""",,, to retain their key This may not 

ideally be achieved through the of affectively committed employees, since they 

usuaUy the most likely employees to leave the organisation, However, the focus 

should be on a comprehensive framework for developing and encouraging greater 

in organisational commitment. 

In two, Allen and of commitment 

most conducive to organisations) was outlined. 

the results of this study that normative commitment is 

in excess of ten years 

it would seem from 

to IT 

professionals, it would therefore of considerable benefit to design a new 

of commitment identifying the more prevalent and components of 

commitment, specifically along lines of the rapidly changing organisation. It is 

that the model may include two commitment components, namely one that 

combines affective and normative commitment (as described above), and the second 

splits continuance commitment into two further components 

two). 

",,,nina ... in chapter 
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When r~Tl.o""1'1 on findings of normative component of commitment 

no longer seems 

the profession, 

of commitment 

focussed on commitment to organisation, customer, 

and co-workers. as Reichers (1986) recognised, multiple foci 

been identified. may be an additional for a study on the 

designing of a new commitment model specific to IT in South Africa. 

One participating manager posed a to reduce the of his organisational base 

into more of a virtual organisation or outsource many functions to contractor 

professionals. Investigating the future of organisational the form it may 

take in the context of the changing of organisations would imperative for 

organisations, in order that they may identify methods to rn!:llVlmU~Q commitment from 

employees working in virtual offices, as well as those who are not permanent employees 

of the organisation, and a cost-benefit analysis of such an organisational structure in 

relation to commitment. 

In it may be research in field of organisational 

commitment with a stratified of IT professionals who are identified and 

according to what they specialise in (such as programmers, technicians and so forth). 

This may identify differences specifically between the consequences of commitment. 

Organisational commitment was identified in this study to something that 

over as opposed to being in nature as specified by Allen and Meyer (1990). 

research could be in this area, the basic concept of 

the in chapter four figure III). 

again, the lack conducted published in South Africa on 

organisational commitment a surplus of potential. Thus, any in-depth 

conducted in South Africa on individual consequences of commitment would 

understanding as to which components of commitment ante specific 

and reasons for this (particularly those prevalent in this study 

turnover to quit. job and l:InC:AnTAA 

Lastly, for organisational effectiveness to be maximised, there needs to agreement 

between managers and employees on those variables that increase and decrease their 
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as variables that are to be important to commitment, as 

employees as 

does not exist 

investigate 

commitment 

commitment. From this study, such agreement 

four). Thus a potential area of future would be to 

between employees' and 

The above eight areas are relevant areas for future 

commitment construct particularly within the context of IT 

Further qualitative would extend knowledge, in 

customised to the South African SOCletv 

perceptions of 

on the organisational 

in South Africa. 

on commitment 
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CONCLUSION 

Organisational commitment has enjoyed research attention to 

purported relationship to important organisational outcomes such as job performance, 

intent to attendance, and organisational citizenship behaviour (Allen 

& Meyer, 1990; Mathieu & 1990). 

Allen and Meyer (1990) reviewed much of this commitment and found 

commitment to consist of three streams. On the of this finding, they designed a 

three-component model of, organisational commitment comprising of affective, 

and normative commitment aim of this study was to 

specifically explore organisational of IT professionals to their 

organisation and the relationship thereof 

work outcomes. This was achieved through the subjective 

employees and managers. 

of commitment and 

perceptions of 

of the confirmed the findings previous research but highlighted the 

importance of factors that have not been considered in past empirical research (such as 

organisational politics and work climate). It for the future 

avoidance of specification errors antecedents 

organisational commitment may vary ngT1,AlgG.~n contexts and should therefore not 

prescribed in 

Where Allen and nllo"o"~,,, model of ..... "' ..... OII"I'f had previously been studied in the 

context of large organisations, with samples of participants in this 

of commitment 

and may also ~1"'~l'"n,~,.g more frequently as a 

research study perceived it to be more flexible where 

develop over time according to 

of one's emotions or attitude. 

It is evident from this study that 

professionals and their HR managers is 

commitment as perceived by IT 

and open to IJV;:';;:)IIJ change in 

form or focus. a more in-depth understanding of 

and its components on this basis will facilitate the organisational retention of key 

professionais. 
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