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ABSTRACT 

Organizational commitment is one of many 

linkages between employees and employing 

organizations. It cannot be established as the 

cause of, or demonstrated to be caused by, other 

dependent or independent variable constructs, and 

it cannot be uniformly or conclusively correlated 

with them, singly or in combination. 

Rather, organizational commitment exists in a 

dynamic and shifting matrix of other 

employee/organization linkages such as job 

satisfaction, job performance, work experiences, 

productivity, etc. The relative strengths, 

perceived priorities, and consequences of these 

variables in the matrix are, in turn, functions of 

the continuously changing characteristics of time, 

temperament, and talent of both the employees and 

the organizations. 

In a word, organizational commitment is 

situational. 

For organizational commitment to also be 



sustainable, organ iza tional management must 

identify, accomodate, and utilize the s ituational 

realities of the organization and the employees, 

both indiv idually and in agg r egate. 
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Chapter I 

INTRODUCTION 

Historical Perspective of Organizational 
Commitment 

Under the now somewhat dated rubric of 

"i ndustr i a 1 re 1 at ions", the 1 i nkages between 

employees and employers has long been of academic 

interest to scholars and of practical interest to 

managers of employing organizations. 

It is more than loosely coincidental that the 

formal study of employees' commitment to employing 

organizations as a theoretical construct 

("organizational commitment", or "O.C. ") arose in 

tandem with a widely perceived decline in what had 

been a given among broad segments of the work 

p 1 ace: "company ( or corporate) l oya 1 ty." 

The most visible, and perhaps the most 

expensive, assumed corollary to a diminution of 

company loyalty is an increase in employee 

turnover. Mowday, Porter, and Steers (1982) cite 

Fortune (February 9, 1981): 

Although the symptoms of eroding 



loyalty are widely recognized, the 

severity of the disease is startling. 

Turnover among managers out of college 

less than five years has quadrupled 

since 1960. Today, the average 

corporation can count on losing 50% of 

its college recruits within five years 

(54). 

That such ''eroding loyalty" might be due in 

part to changing company characteristics, rather 

than entirely attributable to changing employee 

characteristics is reflected in a lengthy 

treatment in the July 11, 1985, Wall Street 

Journal titled "Loyalty Ebbs at Many Companies as 

Employees Grow Disillusioned" by T.F. O'Boyle. 

(27). The article catalogs declines in loyalty 

levels across many types and levels of employees 

in many organizational settings. 

This writer has found nothing in the 

literature to suggest that retention trends have 

improved. 

The costs of not having employees on the job 

- either permanently because of turnover, or 

intermittently because of absenteeism - are 

largely quant i fiable in terms of money spent on 

2 



replacement recruitment and on both initial and 

continuing training. Studies partially analyzing 

turnover and absenteeism, with a view toward 

removing or ameliorating their causes, date from 

at least the 1930's and 1940's with Function of 

the Executive by C. Barnard (1938) and Chronic 

Absenteeism and Good Attendance by L.O. Stockford 

( 1944). 

Formal review of turnover and absenteeism 

appeared in the mid 1950's with such titles as 

Employee Attitudes and Employee Performance by 

A.H. Brayfield and W.H. Crockett, 1955; Job 

Attitudes: Review of Research and Opinions by 

Herzberg, et. al., 1957; and with Organization by 

March and Simon, 1958. And with them, in such 

terms as "decision to participate" and "affective 

linkage", came a refurbishing of the old "company 

loyalty", into the new construct of 

"organizational commitment". 

3 

Implicit in the attempt to analyze 

organizational commitment, to identify its 

component variable constructs, and to predict what 

employee and/or organizational characteristics 

will enhance or inhibit its development is the 

"common wisdom" perception that a "stable work 



force" is, per se, a desideratum, and further , 

should be achievable. That neither perception is 

always accurate is addressed later in this work. 

What is Organizational Commitment? 

Mowday, et al. concludes that "little 

consensus exists with respect to the meaning of 

4 

the term", (17) and offers in evidence a series of 

definitions from the then extant literature: 

--An attitude or an orientation toward the 
organization which links or attaches the identity 
of the person to the organization (Sheldon, 143). 

--The willingness of social actors to give their 
energy and loyalty to social systems, the 
attachment of personality systems to social 
relations which are seen as self-expressive 
(Kanter, 499). 

--A structural phenomenon which occurs as a result 
of individual-organizational transactions and 
alterations in side bets or investments over time 
(Hrebiniak & Alutto, 556). 

--A state of being in which an individual becomes 
bound by his actions and through these actions to 
beliefs that sustain the activities and his own 
involvement (Salancik, 62). 

--The process by which the goals of an 
organization and those of the individual become 
increasingly integrated or congruent (Hall, 
Schneider, & Nygren, 176). 

--The nature of the relationship of the member to 
the system as a whole (Grusky, 489). 

--(1) It includes something of the notion of 
membership; (2) it reflects the current position 
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of the individual; (3) it has a special predictive 
potential, providing predictions concerning 
certain aspects of performance, motivation to 
work, spontaneous contribution, and other related 
outcomes; and (4) it suggests the differential 
relevance of motivational factors (Brown, 347). 

--Commitments come into being when a person, by 
making a side-bet, links extraneous interests with 
a consistent line of activity (Becker, 32). 

--Commitment behaviors are socially accepted 
behaviors that exceed formal and/or normative 
expectations relevant to the object of commitment 
(Weiner & Gechman, 48). 

--A partisan, affective attachment to the goals 
and values of an organization, to one's role in 
relation to goals and values, and to the 
organization for its own sake, apart from its 
purely instrumental worth (Buchanan, 533). 

Mowday, et al. (1982) further comments: "In 

an effort to shed some light on the problem (of 

diverse definition), several researchers have 

suggested typologies into which the various 

approaches to commitment can be organized", (67) 

and offers the following: 

Author(s) 
Etzioni 
( 1 961 ) 

Table 1 

Commitment Typologies 

Typology 
Moral 
involvement 

Definition 
A positive and high in­
tensity orientation 
based on internalization 
of organized goals and 
values and identifica­
tion with authority 



Etzioni 
( 1961 ) 

Kanter 
(1968) 

Author(s) 
Kanter 
(1968) 

Staw 
(1977) 
Salancik 
(1977) 

Calculative 
involvement 

Alienative 
involvement 

Continuance 
commi t ment 

Typology 
Cohesion 
commitment 

Control 
commitment 

Organiza­
tional 
behavior 
approach 

6 

A lower-intensity rela­
tionship based on a ra­
tional exchange of bene­
fits and rewards 

A negative orientation 
that is found in exploi­
tative relationships 
(e.g., in prisons) 

Dedication to organiza­
tion's survival brought 
on by previous personal 
investments and sacri­
fices such that leaving 
would be costly or im­
possible 

Definition 
Attachment to social re­
lationships in an organ­
ization brought on by 
such techniques as 
public renunciation of 
previous social ties or 
engag i ng in ceremonies 
that enhance group cohe­
sion 

Attachment to organiza­
tional norms that shape 
behavior in desired dir­
ections resulting from 
requiring members to 
dis-avow previous norms 
publicly and reformulate 
their self-conceptions 
in terms of organiza­
tional values 

Commitment viewed in 
terms of a strong iden­
tification with an in­
volvement in the organ­
ization brought on by a 
variety of factors (at­
tidunal commitment) 
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Staw 
(1977) 
Salancik 
(1977) 

Social 
psychologi­
cal approach 

Commitment viewed in 
terms of sunk costs 
invested in the organi­
zation that bind the 
individual irrevocably 
to the organization 
(behavioral commitment) 

SOURCE: Employee-Organization Linkages: The 
Psychology of Commitment, Absenteeism, Turnover. 
Mowday, Porter, Steers 1982. 

Focusing primarily on the Staw (1977) and 

Salancik (1977) typology, Mowday, et al. (1982) 

asserts that all of the organizational commitment 

definitions can be classified as either 

"attitudinal" (the extent to which an individual 

identifies with his or her employer) or 

"behavioral" (committing actions) (19-24). They 

then merge both classifications into a single 

definition (with acknowledgement of having 

followed Porter and Smith; 1970), as: 

... "the relative strength of an 

individual's identification with and 

involvement in a particular 

organization. Conceptually, it can be 

characterized by at least three factors: 

(a) a strong belief in and acceptance of 

the organization's goals and values; (b) 
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a willingness to exert considerable effort on 

behalf of the organization; and (c) a strong 

desire to maintain membership in the 

organization. When organizational commitment 

is defined in this fashion, it represents 

something beyond mere passive loyalty to an 

organization. It involves an active 

relationship with the organization such that 

individuals are willing to give something of 

themselves in order to contribute to the 

organization's well being. Hence, to an 

observer, commitment can be inferred not only 

from the expressions of an individual's 

beliefs and opinions but also from his or her 

actions." (201) 

It is important to note that this definition 

explicitly denies the potentiality of employees 

exhibiting behavioral commitment that is at odds 

with attitudinal commitment. To Mowday, et al. 

the test of organizational commitment is whether 

it evidences itself in both "expressions of 

beliefs" and employees "actions". 

While Mowday, et al. themselves discuss 

employees with high levels ·of loyalty but low 

levels of effort (competent clock watchers) and 

with low levels of loyalty but high levels of 
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effort (careerists), these mis-matches apparently 

are "defined out" of "true" organizational 

commitment (97). The Mowday, et al. definition 

stands as an ideal statement of what, from an 

organization's viewpoint, organizational 

commitment should be as the desideratum to be 

pursued. It is apparently a strongly held view by 

these scholars, because it is unchanged from an 

earlier work by them (with a different sequence of 

credits): Mowday, Steers and Porter, (68). 

The Mowday, et al. definition of 

organizational commitment represents one of the 

two most widely accepted approaches to the 

construct. The other is "continuance commitment" 

(perceived costs to the employee of leaving the 

organization) represented by, among others, Becker 

and Kanter. Meyer, et al. accept and slightly 

rename these two approaches as "affective 

commitment" and "continuance commitment", and 

suggest that each merit separate analysis (19-

24). 

Both positive/affective and negative/con­

tinuance commitment are operative within what has 

come to be known as the "exchange" theory - i.e. -

a mutually agreed-upon arrangement between 
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employee and employer in which each gets from, and 

gives to the other, specified things (labor, pay, 

etc.) that each desires as cited by Mowday, et al. 

(123). In their work Organizations, March and 

Simon (1958) articulated (with acknowledgement of 

following Barnard; 1938) the general postulate 

that is widely accepted in the field: 

" ... increases in the balance of inducement 

utilities over contribution utilities decrease the 

propensity of the individual participant to leave 

the organization, whereas decreases in that 

balance have an opposite effect" (58). This 

inducements-contributions balance can be likened 

to a scale with perceived desirability (or lack of 

it) of leaving on one side and perceived ease (or 

cost) of leaving on the other. Ogilvie summarizes 

it more simply: " ... commitment is a function of a 

cognitive evaluation of the costs and benefits of 

maintaining organizational membership," and "the 

more favorable the reward-cost exchange, the more 

committed the individual is to that system" 

( 335). 

Problem: Can Organizational Commitment be 
Created? 
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However approached, organizational 

commitment, where it exists, is a relationship - a 

linkage - between employees and organizations . 

There are other interfaces as well; job structure, 

job involvement, job satisfaction, job 

performance, job (or, in the aggregate, work) 

experiences, and job related training are among 

the most often cited or researched. 

Not all of the parameters within which these 

job-centered constructs exist are entirely clear, 

but at a minimum they include organizational 

characteristics (structure, leadership, etc.) and 

employee characteristics (age, education, 

centrality of work in personal value systems, 

etc.) 

As cited in the literature review sections 

which follow, the bulk of the research in the 

broad area of organizational commitment are 

attempts to i dentify, measure, and juxtapose 

employee-centered, job-centered, and organization­

centered constructs to each other and to the 

construct of organizational commitment -- either 

in its passive/negative continuance ( "can't afford 

to leave") or its act i ve/affirmative ("don't want 

to leave") conceptualization as cited by Mowday et 
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al. (123). These exercises press toward discovery 

of an ascending "how to" methodology from 

correlation to causation to creation. 

The purpose of this study is to ascertain 

whether the literature yields correlations between 

the variable constructs researched. Are the 

constructs sufficiently significant to constitute 

a viable first step in pursuit of the 

methodological goal of a practical and working 

understanding of how to create organizational 

commitment? 



Chapter II 

LITERATURE REVIEW 

Origin and Theoretical Bases of the Problem 

The problem of discovering or devising ways 

and means to achieve organizational commitment 

came in response to perceptions of diminishing 

"loyalty" (company, corporate, and organiza­

tional), evidenced primarily by increasing 

turnover and/or absenteeism. It could be said 

that the search for organizational commitment, 

i.e., identifying it, defining it, and analyzing 

it, came only after it was lost. If so, lost time 

has certainly been made up for with volume, if not 

with results. 

Mowday, et al. (1982) notes that as of 1982, 

more than 1,000 studies had been conducted on 

turnover alone. As indicated earlier, organiza­

tional commitment as a full-blown researchable 

construct began to be the subject of formal and 

intensive academic attention in the 1950's, and 

while no subsequent tally has come to this 

author's attention, she notes that much of the 

13 



organizational commitment literature itself 

characterizes the rest of the l iterature as 

extensive and growing. 

14 

The practicality of these efforts has not 

gone unchallenged. In 1983, P.C. Morrow, after 

extensive review of then-extant literature, 

concluded that organizational commitment studies 

had " ... consumed an inordinate amount of 

researchers' attention without a commensurate 

increase in understanding of its fundamental 

nature ... " (486). Morrow also suggests that one 

of the theoretical bases of the existence of the 

problem is the lack of clear and concise 

definitional delineation between 

"commitment(s)"-to organization, to careers, to 

unions, to jobs in particular, and to work in 

general (487). 

Writing a year earlier, Mowday, Porter and 

Steers (1982) implied a similar indictment. They 

figuratively sketched the global map of 

organizational commitment, and suggested that 

future research fill in the details . The areas 

they identified for further attention are 

instructive as a reflection of their assessment of 



1 5 

then-extant studies. A very abbreviated list 

would include examinations of: 

-the "process" of committing. 

-relationships between commitments and other 

variables longitudinally (over time and preferably 

over extended periods of time). 

-a full (empirically based) definition of 

absenteeism to include active participation (or 

lack thereof) on the job. 

-whether there is a generalizable sequence of 

accommodation (withdrawal from commitment) 

techniques (196). 

The thread connecting these and other 

research suggestions by Mowday, et al. (1982) is a 

need to address precisely the kind of commitment 

that their definition of organizational commitment 

specifical l y excludes, i.e., negative or 

continuance commitment. The definition they give 

(see Chapter I) dismisses "mere passive loyalty to 

an organization" ( 19). Thus, the continued 

reality of "mere passive" commitment attracts 

their interest for analysis with a view toward 

predicting and perhaps ameliorating it. As of 

this writing, this unpalatable, if not 

indigestible, lump has not been reached for by 
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many researchers. In the main, researchers have 

treated commitment as commitment, without further 

distinction, in terms of personal characteristics 

(age, gender, tenure, etc.), organizational 

characteristics and other constructs. This 

failure to distinguish between those who "can't 

afford to leave" and those who "don't want to 

leave" is separate from, but similar to, Morrow's 

observation of lack of delineation between 

conceptual constructs, and is another of the bases 

of the problem (210). 

In any event, some organizational commitment 

research papers published subsequently to Mowday, 

et al. (1982) and Morrow specifically state their 

purposes as addressing deficiencies identified in 

those two works, some others do so indirectly, and 

some strike out de novo. 

What follows immediately below is a review 

this author found to be the most interesting 

and/or the most useful from among all three kinds. 

While the selection is necessarily limited to only 

a portion of the extant literature, and is 

therefore to some degree arbitrary, the author 

believes it to be representative of both the 
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breadth and detail of organizational commitment 

research published since 1982. It is presented in 

chrono-logical order, with references to works 

earlier than 1982 as appropriate. 

Organizational Commitment - The Quest for the 

Three C's: Correlation, Causation, and Creation. 

(Major Authors and Research Pattern) 

1. Antecedents and Consequences of Organiza­

tional Commitment: An Integrative Approach. 

Shaker A. Zahra (1984) 

Zahra begins by noting that: 

Numerous personal, demographic, personality and 

organization variables have been explored in the 

quest for better understanding organizational 

commitment. The results, however, have been 

inconsistent. In fact, very few findings from 

prior research on organizational commitment are 

generalizable (5706). (Emphasis added). 

She concludes by saying of the results of her own 

study: " ... caution must be exercised in making 

generalizations." (Emphasis added) (5711). 

a. Correlation 

Between the opening lament and the closing 

caveat, Zahra reports on her attempts to 



measure, and to correlate the measurements of, 

eleven variable constructs from questionnaires 

administered to 114 engineers and professional 

employees of a major producer of electrical 

equipment and television sets. 

18 

As to demographic background, the study found 

significant and positive correlations between 

organizational commitment and age, marital status, 

and rural origins. No significant correlations 

(positive or negative) were found between race, 

gender, or educational level, and Zahra comments: 

"These results add to the confusion that 

characterizes the literature" (5708). (Education 

level was found to be significantly and negatively 

correlated to organizational commitment by Lee, 

1971; Steers and Spenser, 1977; Angle and Perry, 

1981; and others). 

As to what Zahra terms organizational factors 

(primarily job-centered factors), sig-

nificant positive correlations were found between 

organizational commitment and work experience: -

elements of tenure with company and tenure in 

current position (but none for hierarchical level 

of position); and all elements of job 
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(work)"? Thomas Carlyle's (1795-1881) urging of 

"a fair day's wages for a fair day's work" nicely 

articulated the ideal, but did little to define 

"fair" on either side of the equation. 

The accretion of grains on one side or the 

other of the balance scale, as well as a 

description of their weight and nature, is 

properly the subject of labor relations history at 

large. While such a comprehensive effort is 

beyond the scope of this study, it i§_ germane to 

examine a single grain of the organizational 

commitment construct, not only with regard to its 

nature (pursued in the research reviewed), but 

with regard to its weight, or value -i.e.- why 

does organizational management perceive the 

attainment of organizational commitment to be a 

"need"? Why do employees "need" to have an 

identification or bond with their employing 

organizations? 

The Value of Organizational Commitment to 
Organizations 

"How're ya gonna keep 'em down on the 
farm 
After they've seen Paree?!" 

-World War I song about Doughboys 
returning from France 



All organizations , and particularly 

organizations in a competitive for-profit 

88 

business, need employees who are productive at, or 

preferably above, levels that exceed the cost of 

employing them. To be productive, employees must 

be competent, which is a function of talent, 

educations, and/or skills training. When an 

organization has acquired them, it follows that 

organizations "need" to retain trained, productive 

employees. Since retention of these employees can 

never be either total or permanent, it also 

follows that organizations "need" to replace 

employees lost through "death or desertion" with 

recruits with optimum aptitude and per-employment 

training, and to provide an organizational climate 

and labor exchange balance designed to encourage 

long service. Identifying and creating that 

organizational climate and labor exchange balance 

has been at the root of the extensive (and often 

intensive) research, trial and error experiments, 

and innovating trends (sometimes short-lived) in 

organizational structure, management styles, 

motivational techniques, behavior modification, 

training methodology, and reward systems ad 
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(almost) infinitum in this country since at least 

the 1890's. Though clearly connected with 

virtually all aspects of research into work 

performed in organizational setting, 

Organizational Commitment as a separate construct 

sprang directly from the need for retention, or, 

as conversely and more commonly put, the need to 

reduce turnover. 

As indicated in Chapter I, research on how to 

regain the "company loyalty" that was once 

perceived as a mainstay of a stable workforce came 

into its own only in the 1950's, but, as indicated 

in Chapter II, the search began long after the 

workforce began to destabilize. We need to go 

back only four or five decades to pick up the 

thread. 

The answer to the musically-put question 

about the Doughboys was that they didn't - keep 

'em down on the farm, that is. Nor in the company 

towns of coal-mines, cotton gins, and textile 

mills - not the Doughboys, and not their 

contemporaries - not for long. The 1920 census 

showed the first majority of urban (51 .2%) over 

rural (48.2%) dwellers. The process has been 
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unbroken, with the corresponding figures for 1990 

at 78% and 22%. (Urban and Rural Population of 

the United States: 1790-1980 (69-110). U.S. 

Bureau of the Census, and Associated Press Release 

March 3, 1992). Corollary figures pertain to 

mobility, and are projected to increase again. 

An increasingly urbanized and mobile 

workforce is not the only challenge to 

organizations vis-a-vis employee commitment. 

Other challenges to organizational commitment are 

found in specialized sub-groups of employees: 

Non-career, non-permanent employees. The 

fastest growing segment of private sector 

employment is the "service industry", and large 

numbers in that segment are retail businesses and 

fast food businesses. Employees are typically 

those whose motives for working for a particular 

organization are overtly short-term: students, 

adults "between" other jobs, retirees, etc. 

Women with substantial domestic care 

commitments, pre-school age children, and, in 

smaller numbers, aged and dependent parents and 

other relatives, require more time from working 

women than can be accumulated within traditional 
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work hours. Part-time, flexible-time, split 

shifts, job-sharing, and similar arrangements are 

increasingly decisive in determining whether a 

large part of the workforce is able to become 

employed . 

This brief notation of two of the many 

subgroups with which organizations must deal is 

not to suggest that research should be diverted 

from "main stream" employees. The point, rather, 

is to illustrate not only what the literature 

largely fails to accommodate: that employees 

function on their own place in continuum of time 

(student, retiree), temperament (motive for 

working) and talent, and that these are equally 

operative factors in the "mainstream" workforce; 

but also, and more importantly, that the value of 

organizational commitment varies widely as a 

function of these variables. 

As to differences of employee temperament in 

macro-group terms, the key recognition in the 

1 iterature is of "career" (practitioners of 

recognized professions - medicine, engineering, 

law, etc.) and all others. "All others" are 

reported as having "local" referents, bearing on 



92 

turnover. And whether a matter of temperament or 

talent (stress tolerance), or both, Mowday, et al. 

cautions against an excess of commitment that 

produces "zealots " and burn-out (246). 

With a few exceptions, such as those 

immediately above, the literature approaches 

organizational commitment as both attainable and 

unqualifiedly desirable, and approache s 

"mainstream" work s e ttings as those typified by 

the Perrow and Rousseau descriptions of a system 

of "interrelated components to transform raw 

material into output, and a social structure to 

link workers to the technology and to each other". 

Within that setting, they accept Scholl 's (238, 

241) finding that a committed workforce is a 

stable workforce - ergo, commitment reduces 

turnover, ergo, it is useful to discover how to 

"encourage", "inculcate", "develop", etc. -i.e.­

create, organizational commitment (589). 

The Value of Organizational Commitment to 
Employees. 

"My feet want to dance in the sun, 
My head wants to rest in the shade. 
The Lord says" 'Go out and have fun' 
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But the Landlord says: "Your rent ain't 
paid!'" 

-"Necessity!" from "Finian's Rainbow", 
a Broadway musical about sharecroppers 
by Burton Lane and E.Y. Harburg, 1947. 

While acknowledging the inescapability of the 

sharp spur of necessity, the lyrics cited are 

evocative of a wider range of interests and needs 

beyond just "paying the rent". Although dancing 

in the sun and resting in the shade are probably 

not among them many of those other needs can be 

met by employing organizations, in whole or in 

part. When, and to the extent that, multiple and 

important worker needs are met in the 

organizational milieu, they form a significant 

part of the definition of "a great place to work", 

and constitute, even if informally, a value added 

to the labor/reward balance scale. This creates, 

if not organizational commitment per se, the 

conditions under which organizational commitment 

can grow as part of both the psychological/ 

affective and the calculated (Ogilvie, 394) 

cognition of weighing costs of leaving versus 

benefits of staying. 

Theories about human needs and motivation 

constitute a large and separate body of work. 
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Perhaps the most useful for our purposes i s A. H. 

Maslow's (1954) hierarchial theory of motivation, 

which arranges needs along a pyramidal range from, 

in ascending order: Physiological needs, Safety 

needs, Love and Belongingness, Esteem needs, and 

Self-actualization (429). 

Those needs which have the greatest potency 

at any given time dominate behavior and demand 

satisfaction. Although there are exceptions, for 

most people most of the time, the dominant need is 

the one ranking just above the one(s) adequately, 

if only partially met. 

Viewing these needs within the context of 

contributions to organizational commitment, let's 

begin with the base of the pyramid. Necessity is 

the initial and continuing reason that most people 

work. Needs other than the basic physiological 

ones of food, clothing, shelter, etc., will be 

abandoned or deferred if required to "pay the 

rent". Case in point: excerpts form the July 28, 

1991, edition of the St. Louis Post Dispatch: 

"Layoffs i n St. Louis are creating a new kind of 

worker - desperate ... Recruiters say some $30,000 a 

year managers who lose their jobs are willing to 



95 

take work as $14,000 a year filing 

clerks ... Skilled technicians used to middle-class 

incomes are eager for temporary data entry 

jobs ... " While workers described as "desperate " 

may well hope to be hired into an organization 

with a reputation for being "a great place to 

work", their dominant need is just to be hired -

period (1-8). 

The next need to exercise dominance is the 

need to be safe. Aside from the primary dimension 

of physical safety, the psychological dimension of 

safety is job security -i.e.- once a job is 

secured to meet the basic physiological needs, it 

is important to the worker that it continues, or, 

more precisely, that termination, if and when it 

occurs, is a voluntary one, rather than the 

results of layoffs, . abrupt shifts in technology, 

and the like. Organizations that are perceived as 

offering not only employment, but stable 

employment, prov i de the ground in which the seed 

of organizational commitment can begin to grow . 

With physiological and safety needs met, at 

least at acceptable levels, the need "for love and 

belonging" moves into dominance. It is at this 
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and higher levels that the temperament of the 

worker and that of the organization combine to 

determine whether needs are met in whole, in part, 

or not at all by the work setting. To the extent 

that the organizational temperament permits, or 

encourages, it, and to the extent that the worke r 

accepts it, inter-worker socialization adds 

"belongingness" to the previously attained 

satisfaction of "physiological" and "safety" 

needs. And with it comes further opportunity for 

organizational commitment to grow -i.e.- income 

and security and positive social relationships 

begin to constitute a conscious recognition that 

commitment to the particular organization is a 

thing of value to the worker. 

The need for "esteem", next in order of 

dominance, can be met, if not .QY organizations , at 

least within organizational settings and 

practices. Arguably, the most important source of 

esteem is that arising from "love and 

belongingness" discussed above - the esteem given 

by worker-peers. From the organization, formal 

recognitions and awards contribute, with the most 

overt of these being promotions and/or bonuses. 
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Interestingly, results of a national poll 

conducted by the Society of Incentive Travel 

Executives, February 7-9, 1992 and released by the 

Associated Press February 19, of the same year 

showed 95% of employees preferring cash as a 

motivational incentive. 

Maslow's "esteem" is not limited to that 

evidenced by others. Importantly, it includes 

self-esteem. For those whose value systems regard 

work as one of the imperatives/justifications of 

existence, performing work itself is a requisite 

to esteem, from self and others. Pride in 

providing for self and dependents, pride of 

craftmanship, pride of being part of a larger 

enterprise, all are incorporated in the 

researchers' references to "centrality of work in 

life", the "Protestant Work Ethic", generalized 

value of duty", etc., given as "antecedents of 

organizational commitment" as cited earlier. 

Maslow would have it that if all other needs 

are met, the need for self-actualization next 

comes into dominance in motivating human behavior . 

For this need to be met in an organizational 

context , the closest possible match of both the 
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organization's and worker's time (in personal and 

corporate evolution), talent (in external 

empowerment of innate potentialities), and 

temperament (in terms of willingness to make the 

requisite investment of effort) is essential. 

That this match is seldom achieved is, at bottom, 

a function of the almost limitless variation of 

the "self" presented by workers, and the very 

limited definitions of an organization's "self" -

i.e.- purpose and function. 

This tight match may be made with the rare 

'work-a-holic' who has completely internalized the 

organization's goals and values -i.e.- Mowday's 

"zea 1 ot" ( 218). Only s 1 i ght 1 y 1 ess rare is the 

case of a worker whose "self" (passion, interest, 

and demonstrated exceptional competitive/genius) 

matches the "self" (purpose) of an organization, 

as in the instance of Wernher Von Braun and the 

U.S. Space Flight Center, or the instance of 

Albert Einstein and Princeton's Institute for 

Advanced Study. 

For these few, Carlyle's beatitude is 

apropos: "Blessed is he who has found his work; 

let him ask for no other blessedness" (474). And 
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further (supporting Maslow's later construct), 

whether such a (blessed) match is, or is not, ever 

achieved, "The great law of culture is: Let each 

become all that he was created capabl e of 

becoming" ( 4 7 2) . 

The Role of the Organization in Meeting the Needs 
of Workers 

A thing or condition will be pursued only to 

the extent that the pursuer perce ives it to be of 

value. As the cost (time, effort, money) or 

pursuit rises, the relative value decreases. An 

organization's first need (within the parameters 

of this discussion, and aside from capitalization, 

etc.) is to employ workers . A worker's first need 

is for employment. These needs match, and 

depending on the nature of the work (skills 

required) and of the workers (skills possessed) a 

mutually negotiated exchange of work for money may 

we 11 be the only "1 i nkage" va 1 ued by each. An 

example would be the case of specialists in 

extinguishing oil field fires. The more 

effectively they work, the shorter their term of 

employment. 
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For most organizations, however, continuity -

i.e.- low turnover, is valued. For most workers, 

continuity -i.e.- job security is valued. These 

needs match, for as long as the cost/benefit 

perceptions of both sides are favorable: for 

workers, the opportunity costs of not seeking 

alternative employment versus having safety needs 

met; for organizations, the costs of funding 

retirement, vacation, sick leave, etc., as 

retention measures versus having the need for a 

stable work force met. 

Above these first two levels of workers' 

needs, matching becomes more problematic. Some 

few workers exhibit low levels of need for "love 

and belonging" - "loners" in any setting. For 

many others, this need is fully met outside the 

organization's parameters, by family, friends and 

a host of social and service organizations. And 

for the majority, the need is met primarily by 

these extra-organizational sources, and only 

secondarily by the organization. The 

organization's need for a stable workforce remains 

unchanged. Costs in time, effort, and money to 

design and achieve policies and procedures to 
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enhance the organization's role as a source of 

"love and belonging" vary with the degree of 

elaborateness and consistency of application. 

However designed, few organizations are without 

formalized efforts to promote a "company spirit" 

of belongingness, the effectiveness of which is as 

hard to quantify as the costs. Social bonds most 

often require time to form. While reaching no 

agreement as to whether it is a cause, a result, 

or a corollary, many of the researchers reviewed 

found long tenure with the organization to be 

closely associated with organizational commitment. 

For those workers whose need for "love and 

belongingness" is largely satisfied in extra­

organizational ways, the need for esteem is 

similarly satisfied, and at work a minimal 

standard of acceptance, civility, and cooperation 

will suffice. For those who look to the work 

setting as a substantial supplementary source of 

belongingness, however, a corresponding value is 

placed on being esteemed in that setting. The 

primary referent for this are co-workers, which is 

largely beyond the capability of the organization , 

as such, to create. As mentioned earlier, 
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traditional "ritual" expressions of esteem 

(plaques, awards, lunch with the boss, etc.) are 

losing value, although no suggestion has been made 

that they are counter-productive. Much preferred, 

however, are recognitions that translate into 

cash. 

Again, however, one-size-does-not-fit-all, 

and worker temperament comes into play. Promotion 

is a logical reward for workers who demonstrate 

exceptional competence and productivity. But 

there are substantial numbers of workers who are 

competent, productive, satisfied with their jobs, 

and committed to their organizations, who 

absolutely reject promotion. The reasons are as 

various as they are real - loss of membership in a 

tightly bonded social work group, reluctance to 

assume additional responsibility or to exercise 

authority over ex-peers, etc. Known somewhat 

denigratingly as "professional privates" or 

"contented cows", these are workers who often 

exhibit the very longevity of service that the 

organization wants, and for them, reward systems 

must be tailored accordingly. 

The role of the organization is even more 
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severely limited in terms of the number of workers 

for whom it can create conditions within which to 

meet the need for self-actualization, if for no 

better reason than that each "self" is unique, and 

its "actualization" is also singular. It is 

interesting that the widely commented-on "mid-

life career change" (for the "self-actualization") 

phenomenon almost always involves a change away 

from an organizational setting. The cost of 

attempting to accommodate this need is far in 

excess of meeting the organization's (still 

unchanged) need to avoid turnover. 

In general, then, it can be said that, as 

they move to "higher" and more complex levels, 

workers' needs are increasingly apt to be met in 

extra-organizational ways. It is very important 

to note, however, that even this is not static. 

Sources of needs satisfaction change, sometimes 

abruptly, with loss of spouses, departure of grown 

children, expulsion from a social organization , 

the discovery of a new avocation, etc. From the 

organization's perspective, the maintenance of 

"needs-meeting" capabilities should be 

continuously in place to accommodate even those 
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previously non-participant workers who seek them. 

Summary 

The Dynamics of Sustainable Organizational 
Commitment 

The Organizational Commitment research 

literature is characterized by studies which: 

--Are internally valid in terms of 

measurement instruments, statistical methodology, 

and conclusions consistent with data yielded. 

--Are not generalizable 

--Draw conclusions which range from 

concurrence to incongruity to contradiction with 

each other as to the relationship between 

organizational commitment and such constructs as: 

age 
sex 
marital status 
education 
rural/urban background 
work ethic values 
job satisfaction 
job involvement 
job performance 
work experience 
productivity 
tenure with job 
tenure with organization 
turnover intentions 
miscellaneous other factors 

A fuller list of citations regarding these 

inconsistencies is found in Chapter III, but a 
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brief illustrative list drawn from the most 

pertinent studies reviewed in Chapter II includes 

these correlations with organizational commitment: 

-Zahra 

Positive correlations found with age, marital 

status, rural background, job autonomy, 

supervisory consideration, job involvement, and 

job performance. No significant correlation with 

work ethic value system (5710). 

-Blau 

Positive correlation with career commitment, but 

career commitment correlated positively with 

turnover intentions (286). 

-Ogilvie 

Positive correlation with fairness (merit-based) 

promotion and pay. No significant correlation 

with social work environment (351). 

-DeCotis and Summers 

No significant correlation with age, marital 

status, rural background, or any other personal 

demographic categories (467). 

Almost all of the research is cross­

sectional, and the few that are longitudinal are 

typically within time-frames of a single year. 
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Internally valid but not generalizable cross­

sectional research results strongly suggest that 

organizational commitment - the bond between 

employee and employing organization - is 

situational. This situational bond depends, by 

definition, on the ingredients in the situation. 

As a minimum, these are the time (status), 

temperament (needs, attitudes) and talent (ability 

and capability) of both the organization and the 

employee. 

Absent extreme conditions that would be 

conducive to economic peonage (the "wage-slaves" 

of the early industrial period) or to a virtual 

absence of available labor, the larger context 

within which these situational attributes of 

"workers and hirers" come together is the labor 

exchange mechanism. That mechanism performs gross 

selections - potential workers self-exclude (do 

not apply) and organizations exclude (do not hire) 

for a variety of reasons. At the point of hire, 

the situational dynamics come into play, and their 

operation determines both employee tenure and 

employee/employer bonding. 
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Whether or not one chooses to conceptualize 

them in terms of Maslow's hierarchy, it is 

unarguable that employees are motivated to seek 

satisfaction of a variety of needs, and in a more 

limited range, so are organizations. In theory 

and (depending on macro-economic conditions) in 

fact, both employee and employer are free to 

withdraw from the exchange when either perceives 

the cost/benefit ratio of continuing it to be 

disadvantageous. Each then, must perceive the 

bond as valuable enough to warrant the requisite 

investment of time and effort. 

It is also unarguable that the irreducible 

first meshing of needs is that of employers for 

employees and employees for employers. Following 

as a close second meshing is the need for 

continuity of employment (stable work force, job 

security, respectively). 

Beyond that, the meshing of needs becomes 

more uncertain and relatively more infrequent. 

Failure to mutually meet needs beyond these two -

i.e.- (1) employment, which is (2) stable/secure -

does not necessarily threaten their continuance. 

Employers do retain employees whom they dislike 
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intensely, because they meet the basic need for 

any employee (in tight labor markets) or because 

of their exceptional competence and productivity 

(in ample labor markets). Employees do work at 

jobs they "hate", sometimes for entire working 

lifetimes, because of the employer's exceptional 

reward (typically high pay) systems. 

Humans, both workers and managers, are 

"social animals", however, and most workers want 

to, and most managers want them to, "belong" to 

the larger social group, identified within the 

organization, joined in a cooperative and 

productive enterprise. For some, the "belonging" 

is marginal and supplementary. For others, it is 

significant. For a few, it is central. For al 1, 

the organization, by its essential authoritative 

nature, is the initiator, or at least the enabler, 

of a supportive social work climate. To perform 

even that role, organizational management must 

accurately identify the character and extent of 

employee needs and temperament. To enable other 

needs (esteem or self-actualization) to be met, 

organizational managers must intensify the 

identification/accommodation process continuously. 
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Simultaneously, they must make judgments as to 

whether the effort is worth the cost. 

At this writing , the answer, both objectively 

and intuitively, is that for organizations to 

enable the widest (financially feasible) range of 

workers' needs to be met is advisable. 

Objectively, forecasts for the next several 

decades (2000, 2010, 2020) are for a tight labor 

market as the "baby-boorners" of the 1950's leave 

it. Intuitively, and in spite of lack of research 

consensus on the particulars of correlations of 

specific constructs, and in either tight or 

abundant labor markets, organizations are well­

served by strong bonds with workers, and no surer 

way to forge those bonds has been found than to 

meet their needs, at basic levels and beyond. 

The dilemma for organizational management is 

that while fa i lure to exert effort to meet 

worker's needs may forfeit the opportunity to 

forge those bonds, the exertion (and cost 

incurred) can do no more than create the 

opportunity for their forging. The terms 

"enable", "foster", "empower", and "permit" are 

used throughout this discussion because it 
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"takes two to tango" - the individual worker's 

time, temperament, and talent are the other side 

of this equation. The initial impulse of research 

into organizational commitment was to create 

favorable conditions that provide for it. This 

cannot be forced, sporadic, paternalistic, or 

overtly self-seeking. It cannot "belong" to 

either party in the equation. It must be 

conceived as, and perceived as, a recognition of, 

and an attempt to meet, mutual needs. 

allowed to grow. 

It must be 

At bottom, perhaps the best analogy for 

organizational commitment is captured in the 

lyrics of a folk-song popularized by Linda 

Ronstandt in 1975: 

"Love is a Rose 
But you'd better not pick it 
It only grows 
When its on the vine. 

Love is a Rose 
But you'd better not pick it 
It starts to die 
When you say the word: Mine!" 
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