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Abstract

Organizational commitment has been a subject of interest to scholars and
human resource practitioners over many decades. However, organizations
seem to struggle to have employees who will be dedicated to their organiza-
tions. In an attempt to comprehend the concept better, this paper endeavors
to analyze the antecedents of organizational commitment by categorizing
them so as to foster academic research in this area and help organizations in
their quest to increase the commitment of their workforce. This review fo-
cused more on affective commitment over the last five years. It was found
that the antecedents of organizational commitment are broad but they have
been analyzed from narrow perspectives and less attention has been given to
environmental or external factors. It suggested a more classification of the
antecedents of organizational commitment. Practical implications and future
research directions were suggested.
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1. Introduction

Organizational Commitment which is not a recent concept drew the attention of
many scholars and practitioners and as such many scholars attempted to define
the term “Organizational Commitment”. Organizational Commitment (OC) was
defined as the extent to which an employee is attached to the organization [1]. It
was also described as “the process by which individuals become locked into a
certain organization” [2]. The concept was also viewed as the extent to which

employees are involved in and identify themselves to their organization [3].
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Another group of researchers defined organizational commitment as an emo-
tional response expressed by employee’s behaviors, beliefs, and attitudes [4]. It is
a psychological state that expresses the degree of affiliation of an employee to an
organization. Earlier research works on the subject has been consolidated in the
Three Component Model (TCM) which identified three types of organizational
commitment: affective, continuous and normative commitments [5]. Affective
Commitment is the emotional attachment of the employee to an organization.
Normative Commitment is related to the personal ethic, moral or ideology.
Continuance commitment is linked with the costs associated with quitting one’s
job.

More recently OC has been defined as the desire of an employee to be part of
an organization and to contribute to the achievement of the objectives of that
entity [6]. A group of scholars argued that OC is an individual’s attachment to
an organization with which he or she is willing to continue working for different
reasons [7].

Another group described OC as a chief determinant in the rapport that an
employee has with his/her employer [8]. OC was also associated to the deepness
or shallowness of the attachment of an employee to his/her organization, the sa-
tisfaction derived in working for such an entity and the willingness to continue
being a member of it [9]. All the descriptions of OC given above by various
scholars have in common the tie between the organization and the employee. A
strong relation between an employee and an employer implies a high probability
to maintain the employment contract that binds these parties. Though organiza-
tions are aware of the fact that a high commitment reduces employee turnover
many companies seem to keep their workforce for a long period of time. This led
may make one inquisitive to better to understand the factors that influence or-
ganizational commitment. This paper aims to comprehend the concept of orga-
nizational commitment by analyzing some of its determinant factors and catego-
rizing them as to foster academic research in this area and help organizations in
their quest to increase the commitment of their employees. As OC is a relation-
ship between an individual and the organization he or she works for, to achieve
the objective of the study the antecedents of OC will be viewed first from organ-

ization perspective then from personal angle.

2. Organization Internal Factors

2.1. Training and Development

As far as employee training and development is concerned, a positive correlation
between employee development initiative and organizational commitment has
been observed [10]. It was found that employee’s training affects positively orga-
nizational commitment and it ultimately reduces turnover and turnover inten-
tions [11]. The results of the investigation of [12] on the subject, indicated that
training and development contribute to build employee’s organizational com-

mitment. Training and development has been looked at from the perspective of
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developmental support offered to employees and it was found that they have a
favorable effect on affective organizational commitment and turnover intentions
[13].

Other scholars found that association of other factors that increases organiza-
tion. In that line it has been argued that the provision of leadership and coaching
training and development to supervisors, the availability of resources are signif-
icant predictors of organizational commitment, generally speaking and affective
commitment more specifically [14]. In the Asian context of South Korea, it was
observed that the association between motivation for training or development
and Organization-Related Variables significantly predicts organizational com-
mitment [15].

It was observed that employees’ affective commitment to their organization is
strong in a context of mutual investment in employment relationship [16]. The
investment on the part of the organization can be in the form of employee
training and development. When employees perceived that they are invested in
through training and development they reciprocate by being more committed to
their organization. This observation is made on the norm of reciprocity. Rela-
tionships play an important role in building high affective commitment. They
also found that employees with high normative commitment are reported to

have stronger work unit relations.

2.2. Leadership

As far as the relationship between organizational commitment and leadership is
concerned, it has been observed that leadership behavior is a significant predic-
tor of affective organizational commitment and this ultimately reduces the
withdrawal behavior of lateness [13]. In the same respect it was found that
transformational leadership increases employee’s organizational commitment
[17]. Transformational leadership behavior of direct supervisors is found to be a
significant contributor to organizational commitment and affective commitment
especially in the context of change management or the implementation of
change [18]. In the same line, it has been argued that transformational leader-
ship best practices and teachers’ commitment to organization have a significant
positive association [19]. Transformational leadership was a significant factor
related to teachers’ commitment to an organization and even to the commitment
of the teaching profession. A research team studied leadership-organization
commitment relationship and found that good leadership practices positively
correlate with organizational commitment [15]. Another team supported the
view that best leadership practices increase organizational commitment [20]. In
the same line, as leadership is about vision and objective setting, they also found
that clarity of vision helps increase employee commitment to an organization’s
objectives [20]. Leadership behaviors through the empowering process contri-
bute to increase OC in Asian settings such South Korea [15].

A lot of work has been done in the West on organizational commitment but
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the subject is less studied in the other parts of the world. Leadership best practice
has generally been associated with organizational commitment. However, exist-
ing studies have not been the kind of leadership style that best predict organiza-
tion commitment.

Organization commitment is an organizational outcome but the analysis of
the association of leadership and this concept has been carried out on individual
leadership basis instead of organizational leadership. Many practitioners ob-
served that leadership culture is related positively to employee retention but
scholars have given no or little attention to the relationship between leadership

culture and employees’ commitment to their organization.

2.3. Mentoring

Having a mentor has been significantly and positively associated with affective
organizational commitment [21]. Still about the association between mentorship
and organization commitment, it found that having a mentor inside the organi-
zation significantly and positively impacts affective organizational commitment
more than having a mentor outside the organization [21]. It was reported that
“The psychosocial support of having a friend, role model, and counselor in-
creases protégés sense of self-worth and competence” [22]. It was also observed
that leadership in the form of effective mentoring through “job-related coaching
and assistance in overcoming career challenges’ increases organizational com-
mitment [22]. Organizational commitment has been analyzed on the basis of
mentor-mentoree relationship and comparing salespeople with and without
mentors, and mentees with mentors, it was observed that having a mentor is sig-
nificantly and positively associated with affective organizational commitment

and affective occupational commitment [21].

2.4. Job Autonomy

Leadership can be viewed from the perspective of job autonomy. Autonomy is
related to the degree of freedom on job. It depends and results from trust of the
supervisor and this can be linked to leadership. Autonomy has been defined as
“the ability to choose how to do oné's work; having influence over one's work;
and flexibility in workload decisions” [23]. Autonomy is found to significantly
and positively influence organizational commitment [12] [24]. Leadership em-
powerment in the form of autonomy on the job has a favorable effect on affec-
tive organizational commitment and turnover intentions [13]. A study of the re-
lationship between autonomy and organizational commitment revealed that the
degree of autonomy given on the job is a strong predictor of organizational
commitment [24]. The provision of training and development to employees may
result in a supervisor having more trust in the subordinate and granting him or

her autonomy on the job.

2.5. Organizational Support

The association of organizational support and organizational commitment has
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been examined from global and from specific perspectives.

From a global perspective, it was found that organizational support is a signif-
icant influencer of organizational commitment [25] [26]. It was observed that
organizational support positively and significantly influences an employee
commitment to an organization and it was found that the way an employee
perceives the support provided by an organization influences his or her com-
mitment towards that employer [12]. This perception influences more specifi-
cally affective commitment [12]. Analyzing affective commitment from a social
exchange standpoint, it was observed that affective organizational commitment
is strongly associated with social exchange relationships [27]. Organization sup-
port through social exchange is needed to increase affective commitment [16]. In
the same line it was observed that “employees do not perform their tasks in a
vacuum and that the social exchange relationship matters for affective commit-
ment’ [28]. It was found that organizational support in the form of a relation-
ship-oriented HR system contributes to employees’ collective organizational
commitment [29]. The results of the study of another research team indicated
that perceived quality of care is strong predictors of organizational commitment
[24]. The way employees feel they are valued or being taking care of is a signifi-
cant influencer of organizational commitment. Organizational climate has been
associated with organizational commitment as well. Organizational climate (which
is an integral part of overall organization of hospitals, referring to correct social
behavior and the way to manage conflicts, ambiguities, and challenges in hospit-
al organizations) is a predictor of organizational commitment [30]. It was found
that employees’ perceived ethical work climate positively and significantly cor-
relates with organizational outcomes [31]. Employees’ affective commitment to
their organization is strong in a context of mutual investment in an employment
relationship [16]. The relationship between organizational support and organi-
zational commitment was analyzed through the lens of psychological contract,
emotional exhaustion and affective commitment to supervisors it was found that
affective organizational commitment and psychological contract breach have a
significant negative association [32].

The association of organizational support and organizational commitment has
been examined from specific perspectives such as coworkers support and rela-
tionship with direct supervisor.

Examining organizational commitment from the perspective of the commitment
of the employee to his or her direct supervisor, it was found that affective organiza-
tional commitment relates to affective commitment to a supervisor [32]. The rela-
tionship between the employee and the supervisor was analyzed through the lens of
their compatibility and it was observed that perceived person-supervisor (P-S) fit
significantly influences affective organizational commitment [33]. It was argued
that supervisor support increases employee’s organizational commitment [17]. It
was found that supervisor-subordinate relationship affects organizational com-

mitment [34]. It was argued that organizational support in the form of support
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from the supervisor positively associates generally with affective commitment
[14]. Based on affective events theory (AET), it has been observed that the affec-
tive commitment of a subordinate who has experienced abuse from a supervisor
is likely to decrease and this employee may in turn leave the organization [34]. A
group of scholars found that effective direct supervision contribute to increase
an employee’s commitment to an organization, more specifically his or her af-
fective commitment [18]. Another group of scholars analyzed the relationship
between organizational support and organizational commitment through the
lens of psychological contract, emotional exhaustion and affective commitment
to supervisor and observed that affective organizational commitment relates to
affective commitment to a supervisor [32]. Support from a supervisor has a so-
cial aspect and a professional aspect. Some social support theorists found that
the element of social support plays an important role in the pursuit to increase
employees’ commitment to their employers [35]. Previous studies have been less
specific about the extent to which each aspect influences organizational com-
mitment.

Similarly, coworkers’ support has also been associated with organizational sup-
port. In that regard it has been argued that organizational support in the form of
the support from coworkers were positively associated generally with organiza-
tional commitment and more specifically with affective commitment [14]. Su-
pervisors and co-workers or colleagues support reflects organizational support,
which is a strong influencer of organizational commitment [24].

Coworkers’ support can either be social or professional or even both. Current
literature gave attention to the specific incidence of social and the professional
dimensions of coworkers’ support on organization commitment but not social
support outside the organization.

Organizational support can be offered from three sources: co-workers, super-
visors, and management. Current literature has devoted less attention to the
specific ways in which management support could affect organizational com-

mitment.

3. Organization Life and Personal Life

Social support in the context of family life has been cited among one of the
most significant influencers of organizational commitment. Work-family con-
flict has negative effects on employee’s commitment [36]. Good work-life bal-
ance ensures a high employee commitment especially on project works. It was
reported that WLC (Work-Life-Conflict) negatively relates to organizational
commitment in both Western and Asian contexts and reduced WLC or good
WLB (Work-Life-Balance) has a positive impact on organizational commitment
[22]. In line with social support theory, it was found that family-supportive or-
ganizational perceptions (FSOP) associate with employee affective commitment
and it was argued that employee’s work-to-family conflict relates to employee’s

commitment to a firm and work-to-family enrichment positively relates to em-
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ployee affective commitment [35].

It has generally been observed that family-supportive organizational percep-
tions (FSOP) positively associate with organizational commitment. However, the
life of an individual has many aspects (such as health, marriage, children ...) and
no specific dimensions of an employee’s life have been associated with organiza-

tional commitment.

4. Individual Factors and Organization Characteristics

Organizational commitment has not only been associated with single factors but
also with groups of factors such as individual-related and organization-related
characteristics. As far as individual-related factors are concerned, it was ob-
served individual characteristics or individual-level or individual-related va-
riables explain differences in employee’s commitment to their organization [24].
It has also been observed that employee’s gender is associated with organization-
al commitment [35]. Concerning educational level, while some researchers found
that the lower the educational level the higher the level of commitment [37] oth-
ers observed that qualification negatively correlates to organization commitment
[38] [39]. Educational level, job position, job description, and current organiza-
tional tenure are strong predictors of employee’s commitment to their organiza-
tion [40]. It was found educational level negatively correlates with employee
commitment [41]. It has been reported that: “married women were more com-
mitted to their organization than single women because of married workers re-
sponsibilities to provide financial support for their family” [22]. Marital status is
associated with organizational commitment and it has been observed that pa-
rental status is associated with organizational commitment and it was also found
that single-versus dual-earner couple status is associated with organizational
commitment [35].

Conducting a comparative analysis in an Asian and a Western context, name-
ly Japan and the US, it was observed that the nationality of employees influence
their commitment towards their organization and it was reported that “7he as-
sociation between perceived P-S fit and affective organizational commitment
was stronger in Japan than in the US, whereas the strength of the link between
perceived P-O fit and affective organizational commitment did not differ across
the two countries” [33]. A team observed that employee’s personality influences
an employee’s commitment to an organization [42]. The same team examined
employee organizational commitment based on the five-factor model of perso-
nality traits and social exchange theory in the Asian context of South Korea and
found that some personality traits such as Agreeableness, Conscientiousness,
and Emotional Stability significantly associates with organizational commit-
ment. Several studies detected a relation between affective commitment and te-
nure and some cases specifically related it to job tenure [38] [43] [44]. At the in-
dividual level, job tenure significantly relates to affective commitment [16]. A

potential explanation found is in the fact that long service in a particular organi-
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zation leads to the knowledge of the operations of the organization, an increased
sense of self-esteem and the technical know-how that gives the feeling of adding
value to the organization [45]. Other studies with the same purpose discovered
that responsibilities or position is not a significant influential factor of organiza-
tion commitment [46].

Affective commitment has also been associated with organization-level fac-
tors. It was observed that the labor force in the manufacturing sector is more
committed than the employees in the service sector [47]. Organizational charac-
teristics or organization-level or organization-related variables explain differ-
ences in employee’s commitment to their organization [24]. The organizational
characteristics-organizational commitment relation was analyzed through the
lens of the compatibility of the employee and the organization and it was found
that “Perceived P-S fit and affective organizational commitment are found to be
related both directly and indirectly (through perceived P-O fit) in Japan but only
indirectly in the US” it was observed that in Japan and the US “perceived P-O fit
positively translates into affective organizational commitment through collecti-
vistic values” [33].

Individual-level factors explain differences in employee’s commitment to their

organization more than organization-related variables [24].

5. Other Antecedents

The antecedents mentioned above are not the ones related to organizational
commitment. Many other antecedents have been associated with organizational
commitment. It was found that a positive impact of income changes on AC
changes and observed that “Aigher levels of income lead to higher levels of affec-
tive commitment’ [48]. Reward for effort contributes to increase the commit-
ment of an employee to his/her organization [17]. Remuneration above compet-
itors contributes to build a strong employee’s organizational commitment and
job insecurity negatively correlates with organizational commitment in general
and affective commitment in particular [12]. Job involvement increases organi-
zational commitment [30]. A research team conducted a study with the aim to
examine the factors that influence the degree of commitment of employees in
the hotel industry and found that job stress and organizational commitment ne-
gatively associate [49]. It was also observed that the adoption of the Employee
Performance Management (EPM) and the consistency in its implementation in-
crease organizational commitment, particularly affective commitment and in

turn reduces employee turnover [50].

6. Categorization Personal and Organizational Factors

It has been identified factors that can influence affective commitment and classi-
fied them into two categories [51]. The first category is related to individual ele-
ments such as age, personality, education or values orientation. The second cat-

egory is organizational and has to do with issues such as job description and
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management support. The review of literature above also analyzed factors in-
fluencing organizational commitment particularly affective commitment from
organizational and personal perspectives but attempted to deepen the grouping.
Organizational factors can be divided into two main groups: managerial factors
and situational factors. Managerial factors are related to management issues
such as leadership development, autonomy on the job, and organizational sup-
port. Situational factors are related to the situation of the organization such as its
size, the industry in which it operates, and its image. Personal factors pertain to
a specific employee or group of employees. They are related to his or her demo-
graphics such as age, gender, educational level, experience, and marital status.
However, some organizational and personal factors are neither related exclu-
sively to the organization or the individual. These factors could be classified as
job related factors. These are job or organizational tenure, position. This review
focuses only on organizational factors and personal factors but it is worth noting
that organizational commitment is also affected by external factors such as the

economy, the culture, and regulations.

7. Practical Implications

The antecedents of organizational commitment are broad but they have been
analyzed from narrow perspectives and less attention has been given to envi-
ronmental or external factors. An attempt to increase organizational commit-
ment by working on only some individual factors or a group of factors alone will
bring forth little result. Organizations should rather take into consideration all
the factors. Inclusion of external factors such as the economy, the culture that
cannot be controlled by an organization can help save resources because the
same amount of effort might not be needed in situations where external factors
predominantly influence organizational commitment. Organizations should
adopt an individualistic approach by grouping them by similar features, in addi-
tion to a global approach. The global approach assumes that there is a general
way to increase the commitment level of all employees towards their organiza-
tion. However, employees are not the same because their circumstance, perso-
nality, preferences and situation are different. Employers should also take into
consideration talents or valuable employees capable of adding value to their or-
ganization. More attentive care should be given to such employees so as to retain
them and avoid the waste of resources on employees who are less likely to con-

tribute significantly to the achievement of the objectives of their organization.

8. Future Research Directions and Limitations

A lot of work has been done in the West on organizational commitment but the
subject is less studied in the other parts of the world. Future studies can seek to
identify the factors that influence organizational commitment in other parts of
the world and develop models that are more suitable to their circumstances.

Employee commitment is an organizational outcome but the analysis of the
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association of leadership and this concept has been carried out on individual
leadership basis instead of organizational leadership. Many practitioners ob-
served that leadership culture is related positively to employee retention but
scholars have given no or little attention to the relationship between leadership
culture and employees’ commitment to their organization. In the future, scho-
lars could seek to establish the relationship between organizational commitment
and leadership culture. Leadership best practice has generally been associated
with organizational commitment. However, existing studies have not been the
kind of leadership style that best predict organization commitment. Future stu-
dies can seek to identify the kind of leadership style that best predicts organiza-
tion commitment.

Support from a supervisor has a social aspect and a professional aspect. Social
support theorists observed that the element of social support plays an important
role in the quest to increase employees’ commitment to their employers [35]. For
instance, it has generally been observed that family-supportive organizational per-
ceptions (FSOP) positively associate with organizational commitment. However,
the social life of an individual has many other aspects such as health, income
management, parenting and so on and these areas have not been associated with
organizational commitment. Future studies could seek to analyze the association
between the areas of an employee’s and organizational commitment so as to
better comprehend the concept.

Coworkers’ support can either be social or professional or even both. Current
literature gives attention to the specific incidence of social and professional di-
mensions of coworkers’ support on organization commitment. Organizational
support can be offered from three sources: co-workers, supervisors, and manage-
ment. Current literature has devoted less attention to the specific ways in which
management support could affect organizational commitment. Future studies
could investigate specific ways in which co-workers, supervisors and manage-
ment influences organizational support.

Though the objective of this study is to provide a better understanding of or-
ganization commitment by categorizing organizational and personal factors sus-
ceptible to affect the degree of attachment of workforce to the employer, this re-
search did not cover external or environmental issues that are equally impor-

tant.

9. Conclusion

The antecedents of organizational commitment are broad. However, they have
been examined from narrow perspectives such as single individual factors or
isolated organizational features. Little attention or consideration has been given
to external factors such as the economy, the socio-political situation, and the
competitive environment. To effectively increase employees’ commitment to an
organization, they will need to take into consideration the personal and organi-

zational factors, and environmental dynamics that are neither personal nor or-
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ganizational. In addition, they should adopt a dual approach: global approach to

address common concerns of their workforce and also the individualistic ap-

proach to increase the commitment of talents that they cannot afford to lose.
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