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Abstract

This study attempted to predict the relationship between organizational size
and the three established forms of organizational commitment: affective, nor-
mative and continuance. We found no statistical evidence or compelling logic
to ascertain that organizational size, in itself, will be a meaningful direct pre-
dictor of each of the three forms of organizational commitment, and any sta-
tistical significance of such relationship would be spurious and meaningless.
However, we tested for indirect relationships between size and the commit-
ment variants through five selected mediating variables. We tested the null
for three model and 18 path hypotheses using the structural equation model.
Our findings showed a fit between our data and model for predicting both
affective and normative but not continuance commitment. All 18 path hypo-
theses were statistically significant as each mediating variable and the com-
mitment variables were predicted by their antecedents. The study showed that
perceived firm internal labor market (FILM) upward mobility propensity,
voluntary employee organizational involvement, and employee investments
in their organizations significantly predicted organizational commitment, es-
pecially the affective and normative types.
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1. Introduction

This study attempted to empirically understand and explain the likelihood that
organizational size, in business organizations, is consequential to different va-

riants of organizational commitment (OC). As indicated by Klein et al. (2009),
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OC was characterized by an employee’s sense of attachment to his/her organiza-
tion. The manifestation of OC among workers may vary depending on social
structural context, hence, Meyer and Allen (1991) proposed a three-component
model of organizational commitment (affective, normative and continuance) for
analyzing and understanding the commitment of organizational members. The
three forms of commitment may not be mutually exclusive, as employee beha-
vior may be influenced by the interaction of all three commitment variants within
a given context (Meyer & Herscovitch, 2001). But, despite the likelihood of their
mutual inclusiveness tendencies in shaping the behaviors of organizational mem-
bers, each variant of commitment (with its corresponding antecedents) is im-
portant to understand when making decisions that will increase organizational
commitment and lower attrition of organizational members.

Among the three variants of commitment, the affective form is characterized
by an employee’s preference or desire to maintain employment with an organi-
zation based on feelings of “affective or emotional attachment to the organiza-
tion such that the strongly committed individual identifies with, is involved in,
and enjoys membership, in the organization” (Allen & Meyer, 1990: p. 2). That
is, affective organizational commitment is the consequence of positive job and
nonjob related organizational experiences, as well as psychological and/or emo-
tional affect held by an employee regarding his/her employment relationship
with an organization.

In their study, Yang et al. (2004) suggested that affective organizational com-
mitment (AOC) might be predicted by characteristics such as employee values,
employee valuation of promotion, and expectations of job security. They found
expectations of promotion as an independent significant predictor of AOC in
their multiple regression model that included firm internal labor market (the in-
ternal job possibilities within an organization) and job promotion expectations
as independent variables (Yang et al., 2004). Also, Meyer et al. (2002) highlighted
an inverse relationship between AOC and turnover, suggesting that higher levels
of AOC were likely to result in less employee turnover. In addition, studies by
Islam et al. (2013) and Meyer et al. (2002) suggested that AOC was positively
associated with other employee work experiences, such as perceived organiza-
tional support, whereby employees who perceived higher levels of organizational
support were more likely to be affectively committed to their organizations than
employees who perceived lower levels of organizational support. Similarly, posi-
tive associations were found between AOC and work experiences including job
satisfaction, job performance, and job involvement (Meyer et al., 2002; Aydogdu
& Asikgil, 2011).

Regarding normative organizational commitment (NOC), Meyer and Allen
(1991) indicated that this commitment was characterized by an employee’s sense
of obligation to maintain employment with an organization. The employee who
has NOC persists with an organization due to a feeling of indebtedness or obli-

gation to an individual (e.g. a boss) or the organization. This form of commit-
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ment seems more likely to occur within organizational contexts that foster col-
lectivism over individualism, because collectivism generally promotes positive
in-group relationships that foster loyalty and feelings of obligations to the group
(Meyer & Parfyonova, 2010).

When the work environment promotes collectivism, employees are likely to
feel a sense of support from co-workers, and perceived organizational support
had been found to be a direct correlate of NOC (Meyer et al., 2002; Islam et al.,
2013). Employees who perceived higher levels of organizational support were
found to be more likely to experience NOC than those who perceived lower le-
vels of organizational support (Meyer et al., 2002). Such obligations may reflect
one’s sense of indebtedness to the organization or a sense of moral duty to retain
membership with the organization (Meyer & Parfyonova, 2010). In addition,
there is a positive association between job satisfaction, job involvement, job per-
formance and normative organizational commitment (Meyer et al., 2002).

Literature on continuance organizational commitment (COC) had long indi-
cated that this variant of commitment was characterized by an employee’s per-
ceived need to maintain employment with an organization due to perceived high
costs associated with discontinuing the employment relationship (Becker, 1960;
Meyer & Allen, 1991). This type of commitment is rooted in Becker’s (1960)
side-bet theory, which indicated that an individual with continuance commit-
ment had made a side bet when he/she had acted in such a way as to involve
his/her nonjob related interests on the basis of cost-benefit analysis, in the deci-
sion to remain with an organization. That is, COC is the result of an employee’s
continuing employment relationship mainly for his/her other nonjob related in-
terests, and when side-bets favor leaving an organization, the employee would
turnover for a more desirable organization (Allen & Meyer, 1990; Becker, 1960;
Meyer et al., 2002).

Continuance organizational commitment (COC) is mainly inversely associated
with positive organizational experiences. For example, Meyer et al. (2002) found
a weak and inverse association between perceived organizational support, job sa-
tisfaction, low turnover rates, high job performance and COC. The reverse ex-
pression of these findings suggests that employees who experience low levels of
organizational support, poor job satisfaction and poor job performance are likely
to persist with an organization rather than quitting if they have COC. The length
of such persistence may, however, be conditional on future availability of attrac-
tive alternative jobs, because the probability of turnover increases with the pres-
ence of attractive job alternatives (Allen & Meyer, 1990; Becker, 1960; Meyer et
al., 2002).

1.1. Organizational Size, FILM and Organizational Commitment

Previous research suggests a link between organizational size and characteristics
of the firm internal labor market (FILM). Gordon and Thal-Larsen (1969), for

example, indicated that organizational size determined the extent to which per-
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sonnel departments would develop within organizations, and Meijaard et al.
(2005) found a positive association between firm size and firm complexity meas-
ured through departmentalization. The larger an organization becomes, the greater
its complexity by number of departments and hence, a larger FILM. This finding
appeared persistent across other studies (such as Baron et al., 1986; Yang et al.,
2004; Hollister, 2004) that found strong positive associations between organiza-
tional size, FILM and promotion ladders in organizations. In addition, Wallace
and Kay (2009) found that larger organizations were associated with a larger de-
gree of employee perceptions of ample promotional opportunities.

Other consequences have also been linked to organizational size. Gittleman
et al. (1998) indicated that relative to small organizations, large organizations
tended to provide greater opportunities for work practices such as cross-training
and job rotation, which allowed for greater employee job flexibility. Also, a study
by Barber et al. (1999) found that organizational size might be a predictor of or-
ganizational hiring practices and employee job search behavior. Larger firms
tended to have a more formal and bureaucratic hiring process than do smaller
firms, and larger firm sizes tended to attract more job-seekers due to larger job
opportunities and career growth in the firm’s internal labor market (Barber et al.,
1999).

The characteristics of an organization’s FILM have consequences for the way
jobs are filled by an organization, and for employee attitudes and behaviors.
Dating back to about 100 years ago, Sumner Slichter (1919) indicated that hiring
practices shaped employee motivation and organizational commitment. He ar-
gued that employees who perceived adequate promotion opportunities within
their organizations were more likely to be productive and less likely to pursue
employment opportunities with other organizations. And, recently, Bidwell and
Keller (2014) indicated that the available labor supply in a FILM shaped organi-
zational tendencies to hire from within or to seek external candidates. Job cate-
gories which were characterized by higher degrees of performance variability
and larger ratios of junior to senior workers tended to be mostly filled via the
FILM (Bidwell & Keller, 2014) which might consequently promote career de-
velopment and commitment to the organization.

By promoting within the FILM, organizations are able to reduce incentive costs
associated with failure to promote junior workers (Bidwell & Keller, 2014) as
well as reduce costs associated with hiring from the outside (Cestone et al., 2018).
When organizational expansion necessitates the growth of a given organizational
unit, current employees can be quickly moved or promoted, rather than spend-
ing precious time and money on the process of hiring external candidates (Ces-
tone et al.,, 2018). Further, when organizational conditions necessitate the reduc-
tion or elimination of any unit, current employees can be reallocated within the
FILM instead of being terminated, which can be costly in terms the sunk cost
related to any training and development investments in the employees (Cestone

et al., 2018). Consequently, organizational FILM provides opportunities for both
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upward mobility and job security, consistently with findings by Hollister (2004)
that a higher presence of FILM was associated with higher levels of job security
and increased likelihood of employee perceptions of fair reward distributions.
There appears to be an indirect influence of FILM on organizational com-
mitment. In their analysis, Yang et al. (2004) found that FILM was not an inde-
pendent significant predictor of organizational commitment, suggesting that
FILM alone was not enough to elicit feelings of commitment to one’s organiza-
tion. They discovered that after entering the interaction terms into their analysis
(FILM x job security expectation and FILM x job promotion expectation), both
interaction terms were statistically significant, suggesting that the influence of
FILM on organizational commitment depended on the extent to which workers
valued job security and job promotion (Yang et al., 2004). Therefore, large or-
ganizations with their large job markets offer ample opportunities for growth
and advancement and, therefore, are more likely to create feelings of organiza-
tional commitment for employees who place a higher emphasis on job security

and promotion opportunities (Yang et al., 2004).

1.2. Involvement and Investments

Job involvement refers to an employee’s preoccupation, engagement and concern
with his/her job (Paullay et al., 1994). And according to Mgedezi et al. (2014),
job involvement might be promoted by the extent to which employees’ goals
were integrated or consistent with the goals of their organizations. High levels of
job involvement have a range of positive outcomes for organizational members,
such as employees’ perceptions that their jobs are central to their personal cha-
racter (Hackett et al., 2001), higher levels of effort (Brown & Leigh, 1996), great-
er levels of independence and self-confidence (Chen & Chiu, 2009), and higher
levels of job satisfaction and organizational commitment (Nwibere, 2014).

As Harrington and Kendall (2007) indicated, larger firms tended to utilize or-
ganizational members from various levels of authority in their strategic goal set-
ting and implementation processes compared to smaller firms. This may mean
that employees affiliated with larger firms have the privilege of greater organiza-
tional involvement than do employees in smaller firms, and involvement has
implications for organizational commitment. Freund (2005) indicated that job
involvement was positively associated with affective and career commitment but
did not find a significant relationship between job involvement and continuance
commitment. However, Meyer et al. (2002) found that job involvement was po-
sitively associated with all three variations of organizational commitment (AOC,
r=.53. p< .05 NOC, r= .40, p< .05; COC, r=.03, p< .05).

Organizational investments in employee development may also impact or-
ganizational commitment. In this regard, Tsui et al. (1997) linked both
over-investment and mutual investment with affective organizational commit-
ment. Overinvestment describes an imbalance employee-organization relation-

ship in which “the employee performs only a well-specified set of job-focused
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activities, but the employer offers open-ended and broad-ranging rewards, in-
cluding training and a commitment to provide the employee with career oppor-
tunities” (Tsui et al., 1997: p. 1093). Mutual-investment relationships are cha-
racterized by a willingness on the part of both the employee and the organization
to contribute to the benefit of the other beyond the specified contractual agree-
ments. It means organizations are willing to offer inducements beyond short
term monetary rewards, and employees are willing to consider their organiza-
tions’ broader interests as important as their specified job tasks. Invariably, both
employer overinvestment and mutual-investment relationships produce higher
levels of employee performance and affective commitment (Tsui et al., 1997).
Also, in their model, Lee and Bruvold (2003) found that when levels of perceived
organizational investments in employee development (PIED) were high, job sa-
tisfaction and affective commitment were also high, but they found no signifi-

cant association between PIED and continuance commitment.

2. Objective

As indicated in our introductory remarks, the objective of this study was to un-
derstand how organizational size might predict each of the three variants of or-
ganizational commitment (OC); affective, normative and continuance, estab-
lished by Allen and Meyer (1990) and Meyer and Allen (1991). These relation-
ships appeared not to have been fully investigated, especially given that many
earlier investigations seemed to focus on a general measure of organizational
commitment (e.g. Hollister, 2004; Slichter, 1919; Yang et al., 2004) or only one
variant of commitment (Oyinlade, 2018). Unlike these previous studies, the ob-
jective of this present study is to determine how organizational size simulta-
neously determines each variant of OC within one structural equation model. In
meeting this objective, this study will contribute to literature on factors of orga-
nizational commitment by assessing how specified mediating variables between
organizational size, measured as number of people in an organizational branch,
simultaneously predict affective, normative and continuance forms of organiza-
tional commitment. In the process, this study will add knowledge on how orga-
nizational size predicts organizational commitment. The study will also shed
light on how one same set of factors may serve as antecedent predictors of one
another, and of the three variants of organizational commitment.

To accomplish the objective of this study, this article will present knowledge
in segments that will consist of a methodology section which will include the de-
sign of the study, our research model, model assumptions and research hypotheses.
The method section will also include our data collection strategy which com-
prises of sections on research instrument, survey method and pretest. The rest of
the article will include a section on tests and findings with two sub-sections on
model results and path results. The remaining divisions in the article will be an
elaborate section on discussion and conclusions, and a brief description of the

limitations of the study.
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Uniqueness of Present Study

Our extensive search for literature, specifically on the likely relationship between
organizational size and organizational commitment, especially over the past twen-
ty years, yielded only a few studies. Even more scarce, despite our deep search,
are related studies over the past five years upon which we could have drawn
knowledge and useful directions in conducting this present study. Aside from
the studies that we already cited in our review of relevant literature, a few other
studies that analyzed the possible role of organizational size in organizational
commitment include the analysis of commitment in Mexican Small and Me-
dium-Sized Firms (De clercq & Rius, 2007) and the mediating role of commit-
ment in the relationship between training approaches and organizational per-
formance among front-line employees in Small-to-Medium Enterprises (SMEs)
(Teck-Hong & Yong-Kean, 2012). Other relevant studies include the role of size
in the relationship between organizational rewards and employee commitment
in Chinese small and medium-sized enterprises (Newmana & Sheikh, 2012), the
mediation effects of organizational size and tenure in the relationship between
organizational justice and organizational commitment (Ohana, 2014), and most
recently is the study by Mendoza (2019) that analyzed the likelihood that job sa-
tisfaction would predict organizational commitment based on organizational
size.

None of the studies mentioned above, however, addressed any area of the
questions of our research, and in some cases (e.g. Ohana, 2014; Mendoza, 2019)
organizational size was treated as a mediating factor rather than independent
(exogenous) factor. And, in the work of Teck-Hong and Yong-Kean (2012), or-
ganizational commitment was a mediating factor rather than the outcome varia-
ble as designed in the present study. One recent study with some semblance to
the present one was the investigation of how job satisfaction predicted organiza-
tional commitment among SMEs (Valaei & Rezaei, 2016). The study used Spec-
tor’s (1997) nine conditions of job satisfaction (supervision, nature of the work,
communication, contingent rewards, co-worker, fringe benefits, payment, pro-
motion and operating procedures) to predict the three variants of organizational
commitment in the Information and Communications Technology-Small and
Medium-sized Enterprises (ICT-SMEs) in Malaysia.

The Malaysian study (Valaei & Rezaei, 2016) has a small semblance to the
present in that it used the structural equation model to simultaneously analyze
the impacts of multiple factors on the three variants of commitment, as in the
present study. However, unlike the present study, the Malaysian study focused
only on the analysis of how factors of job satisfaction (as independent variables)
predicted each variant of commitment in a simple direct model (no mediation).
Aside from the simultaneous analysis of the three commitment variants, the Ma-
laysian study did not include any of the variables contained in the present study,
and neither did it use multiple stages of mediation as contained in the present

study. Also, the Malaysian study, like all other studies reviewed, lacked the anal-

DOI: 10.4236/ajibm.2020.1010105

1661 American Journal of Industrial and Business Management


https://doi.org/10.4236/ajibm.2020.1010105

A. O. Oyinlade, Z. J. Christo

ysis of organizational size (as a measured continuous variable) through a series
of mediation of organizational factors in predicting the three facets of organiza-
tional commitment. This means that this present study is unique in its design and
it stands to contribute an appreciable amount of knowledge in the understand-
ing of the likely contributions of organizational size to organizational commit-

ment.

3. Method
3.1. Design

A structural path model was designed to test the paths and the extent to which
organizational size would predict the three variants of organizational commit-
ment through five mediating variables. The paths began with organizational size
(exogamous independent variable) and consists of three stages of mediation that
included five endogamous mediating variables (FILM Perquisites, Perceived FILM
Upward Mobility Propensity, Voluntary Employee Involvement in Organiza-
tion, Employee Investment in Organization, Organizational Investment in Em-
ployee) and the three variants of organizational commitment (Affective, Norma-
tive, Continuance) as endogamous dependent variables. The list and definition
of all study variables are contained in Table 1.

A total of 19 indirect predictive paths were hypothesized between organiza-
tional size and the three variants of commitment (see Figure 1). All the 19 paths
were hypothesized to be positive except for the three paths that were hypothe-
sized to predict continuance organizational commitment. Also, no direct paths
were hypothesized between organizational size and the commitment variables.
This was based on a reasoned assumption that the commitment decision was
induced by organizational experiences, and our inability to uncover any evi-
dence and logical support for an assumption that size would be a meaningful di-
rect predictor of commitment. That is, the fact that an organization is large will
not be a direct logical reason for members to become committed to the organi-
zation, but the experiences and the benefits of size could instigate organizational
commitment. This is consistent with findings that experiences of organizational
support (Islam et al., 2013; Meyer et al., 2002), opportunities for promotion
(Slichter, 1919; Yang et al., 2004; Wallace & Kay, 2009) and career growth op-
portunities (Barber et al., 1999) were antecedents of job satisfaction and em-
ployee retention. We, therefore, determined that any direct correlation between
size and commitment would be spurious and meaningless, but meaningful rela-

tionship between the two factors could be established through mediating factors.

3.2. Model Assumptions

As stated above, our model assumed that organizational size would not directly
predict the variants of organizational commitment, but it would do so indirectly
through selected mediating variables. We, therefore, postulated that organiza-
tional size had a direct relationship with FILM (see Yang et al., 2004) and this
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Table 1. Definitions and sources of research variables.

Organizational Size: Perceived number of employees in only one’s branch or location of an organization. It does not include total number of
employees in the total organization when an organization has multiple branches in multiple locations. Size was collected as ratio data but
transformed into six ordinal ranks due to extreme variability which produced high standard deviation (SD = 1063513), skewness (46.98) and
kurtosis (2208.4). Post conversion skewness = —.056 and Kurtosis = —1.35. The conversion to ordinal ranks produced 6 levels of fairly even sizes
by percentage: 1 (size = 1 - 6 organizational members, 17% of sample), 2 (size = 7 - 14 members, 17% of sample), 3 (size = 15 - 25 members, 17%

of sample), 4 (size = 26 - 49 members, 11% of sample), 5 (size = 50 - 150 members, 22% of sample) and 6 (size = 151 members, 16% of sample).

FILM Perquisite: Perception of the advantage of being able to know about new job openings inside one’s organization before the public with,
the benefit that the organization prefers to fill positions from within. Author-designed 2 items measured in ordinal ranks, 6 = Perceived high

FILM perquisite, 1 = Perceived low FILM perquisite.

FILM Internal Upward Mobility: Perceptions of the extent to which one believes one can move up one’s organizational hierarchy or ladder
through timely promotions. Author-designed 9 items measured in ordinal ranks, 6 = Perceived high internal upward mobility, 1 = Perceived low

internal upward mobility.

Voluntary Organizational Involvement: Perception of extent of voluntary participation in nonjob related social activities in one’s organization.

Author-designed 4 items measured in ordinal ranks, 6 = high organizational involvement, 1 = Low organizational involvement.

Employee Investment in Organization: Perception of the extent to which one has given of oneself and made sacrifices to one’s organization
beyond organizationally expected task requirements. Author-designed 7 items measured in ordinal ranks, 6 = high worker investment, 1 = low

worker investment.

Organizational Investment in Employee: Perception of the extent to which one believes one’s organization has made financial investments
for one’s professional development beyond one’s regular income or bonuses. Author-designed 3 items measured in ordinal ranks, 6 = high

organizational investments, 1 = low organizational investments.

Affective Organizational Commitment (AOC): The likelihood that one would remain with an organization for one’s love and general positive
feeling for current organization. Measured in ordinal ranks, 6 = high affective commitment, 1 = Low affective commitment [Adapted from Meyer
and Allen (1997) in Fields (2002), pages 51-53. Meyer and Allen’s scale had 8 items, reported alphas ranged from .77 to .88. The adaptation for this
study used 7 of the eight items based on poor factor loading of one item]. See Table 2 for adapted items and factor statistics.

Normative Organizational Commitment (NOC): Persistence with an organization due to a feeling of obligation or indebtedness to current
organization. Measured in ordinal ranks, 6 = high normative commitment, 1 = Low normative commitment. [Adapted from Meyer and Allen
(1997) in Fields (2002), pages 51-53. Meyer and Allen’s scale had 8 items, reported alphas ranged from .69 to .84. The adaptation for this study

used 6 of the eight items based on poor factor loading of one item]. See Table 2 for adapted items and factor statistics.

Continuance Organizational Commitment (COC): Persistence (i.e. commitment) to remain with current organization because of fear

of not being able to get into a better organization or the high cost one may bear for leaving. Measured in ordinal ranks, 6 = high continuance
commitment, 1 = Low continuance commitment. [Adapted from Meyer and Allen (1997) in Fields (2002), pages 51-53. Meyer and Allen’s scale
had 8 items, reported alphas ranged from .69 to .84. The adaptation for this study used 6 of the eight items based on poor factor loading of one
item]. See Table 2 for adapted items and factor statistics.

FILM H14 +
Perquisite Employee I A Affective
Investment Commitment
< *
N % <&
5
+ A Normative
Organizational Organizational Commitment
Size Involvement o,
%X
* N
* \X % X >
: £/ 0 §
X
W
FILM HI13+ Organizational HI19 - Continuance

Upward Mobility | ————%  Investment [ Commitment

Figure 1. Hypothesized indirect paths between organizational size and variants of orga-
nizational commitment.
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could induce employees’ higher perceived levels of FILM perquisites and upward
mobility propensities. Similarly, to the assumptions of the Two-Factor Theory of
motivation (Herzberg et al., 1959), we proposed that high levels of perceived
FILM perquisites and propensities for upward mobility would likely reduce em-
ployees’ levels of organizational dissatisfaction. If dissatisfaction with an organi-
zation decreases, it could, logically, enhance voluntary involvement with an or-
ganization beyond basic job requirements. These assumptions guided us to hy-
pothesize that higher levels of both FILM perquisites and FILM upward mobility
propensity would stimulate voluntary organizational involvements.

If employees are voluntarily involved with their organizations beyond expected
job requirements due to lower job dissatisfaction, our model assumed such em-
ployees would likely invest themselves in their organizations as well as be willing
to make sacrifices (such as spending their free time to participate in non-job ac-
tivities) for the organization. We equally deduced from voluntary involvement
that a highly involved employee would be the type that an organization would
prefer to retain, and in whom an organization would, therefore, be likely to in-
vest its resources as rewards to the employee. The logic behind this hypothesized
relationship between employee involvement and organizational investments in
employees is rooted in the assumptions of instrumentality in the Expectancy
Theory of Victor Vroom (see Vroom, 1964).

Our deductive assumptions from voluntary organizational involvement and
employee investments in their organizations led us to hypothesize that both fac-
tors would positively predict both affective organizational commitment (AOC)
and normative organizational commitment (NOC), but negatively predict con-
tinuance organizational commitment (COC). This is because both voluntary in-
volvement and employee investments in organization were assumed to be pre-
dicated on positive or obligatory feelings for an organization, consistently with
the tenets of AOC and NOGC, rather than feelings of temporary stay for side-bets
associated with COC (Allen & Meyer, 1990; Meyer & Allen, 1991).

Lastly, our research framework assumed that organizational investments in
employees would positively predict AOC and NOC, but inversely predict COC.
This is because we perceived organizational investments in employees as evidence
of an organization’s interests in developing its employees and possibly retaining
them for a long time. In addition, when an organization invests its resources in an
employee, it could be based on a real or perceived employee desire to stay and de-
velop a career within the organization. Organizational investments in employees
could also positively predict NOC when an employee feels a sense of obligation
to persist to avoid guilt that may associate with leaving an organization that had
invested much resources in him/her. Consistently with this logic, we further de-
duced that organizational investments in employees would negatively predict
COC, because we assumed that an employee in whom an organization had in-
vested much resources would be less likely to commit to the organization only till

a better job becomes available in another organization. The logic that an employee
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in whom an organization has actively invested its resources will stay only till a
better offer is received elsewhere, will not be consistent with the assumptions of
side-bets (Allen & Meyer, 1990; Becker, 1960; Meyer & Allen, 1991) associated
with COC. We reasoned, therefore that employees in whom an organization has
invested its resources would likely feel gratuitous to the organization, and, there-
fore, commit for affective reasons (AOC) or feelings of indebtedness (NOC) for

receiving much organizational investments.

3.3. Research Hypotheses

Based on the assumptions of our analytical model, we advanced the following

model hypothesis with three sub-hypotheses and 19 path hypotheses:

3.3.1. Model Hypotheses

H1. The research model will likely fit the research data in the plausibility that
organizational size will predict the variants of organizational commitment.

Hla: There is a fit between our model and our data in the likelihood of pre-
dicting affective organizational commitment (AOC).

H1b: There is a fit between our data and our model in the likelihood of pre-
dicting normative organizational commitment (NOC).

Hlc: There is a fit between our data and our model in the likelihood of pre-

dicting continuance organizational commitment (COC).

3.3.2. Path Hypotheses

H1: The greater an organizational size, the greater the level of employee per-
ceived FILM perquisites.

H2: The greater an organizational size, the greater the degree of perceived
FILM employee upward mobility propensity.

H3. The greater the level of perceived FILM perquisites, the greater the like-
lihood of perceived FILM employee upward mobility propensities.

H4: The greater the perceived FILM perquisites, the greater the likelihood of
voluntary employee organizational involvement.

H5: The greater the perceived FILM employee upward mobility propensity,
the greater the likelihood of voluntary employee organizational involvement.

Hé: The greater the voluntary employee organizational involvement, the greater
the likelihood of employee investment in an organization.

H7: The greater the voluntary employee organizational involvement, the greater
the likelihood of affective organizational commitment (AOC).

H8: The greater the voluntary employee organizational involvement, the
greater the likelihood of normative organizational commitment (NOC).

H9: The greater the voluntary employee organizational involvement, the lesser
the likelihood of continuance organizational commitment (COC).

H10: The greater the voluntary employee organizational involvement, the

greater the likelihood of organizational investment in an employee.
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H11: The greater the perceived FILM employee upward mobility propensity,
the greater the likelihood of affective organizational commitment (AOC).

H12: The greater the perceived FILM employee upward mobility propensity,
the greater the likelihood of normative organizational commitment (NOC).

H13: The greater the perceived FILM employee upward mobility propensity,
the greater the organizational investment in employees.

H14: The greater the level of employee investments in an organization, the
greater the likelihood of affective organizational commitment (AOC).

H15: The greater the level of employee investments in an organization, the
greater the likelihood of normative organizational commitment (NOC).

H16: The greater the level of employee investments in an organization, the
lesser the likelihood of continuance organizational commitment (COC).

H17: The greater the level of organizational investments in employees, the
greater the likelihood of affective organizational commitment (AOC).

H18: The greater the level of organizational investments in employees, the
greater the likelihood of normative organizational commitment (NOC).

H19: The greater the level of organizational investments in employees, the

lesser the likelihood of continuance organizational commitment (COC).

3.4. Instrument

A questionnaire consisting of all nine research variables was constructed for data
collection. Except for organizational size, each variable was latent, and hence,
measured with observed items. Items for each latent variable were either adapted
from previously published works or created by the authors. The list of all research
variables, their definitions and sources are presented in Table 1, and items of

operationalization of latent variables are on Table 2 and Table 3.

3.5. Survey

Data were collected through survey on Mechanical Turk (M-Turk), an Amazon
crowd sourcing web platform that allows researchers to get participants for their
research for a small fee for each participant, and a service fee for using the plat-
form. For this study, each participant was awarded $1 for participation. Partici-
pation in a study on M-Turk, such as ours, is voluntary and not based on ran-
dom selection. We adopted the convenience sampling technique for this study
because of the ease of data collection offered by M-Turk and the established high
reliability of data collected through this source in other studies such as Gosling,
et al. (2004), Ipeirotis (2009) and Paolacci et al. (2010). In addition, M-Turk par-
ticipants are highly demographically diverse and highly representative of the
general US population (Paolacci et al., 2010). Also, the small financial compen-
sation awarded to M-Turk participants had been found by Buhrmester et al.
(2011) to not affect data quality.

A total of 2212 participants fully completed the questionnaire for this study.

The combination of data from pretest (250 participants) and research surveys
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produced the 2212 participants data set. The average age of the 2212 participants
was 33 years and they had worked for their organizations for an average of five
years (range = 9: 1 to 10 years). They were mostly full-time employees (79 per-
cent), non-supervisors/managers (75 percent) and staff employees (67 percent,
line = 33 percent). They were also predominantly racioethnically White

non-Hispanic (75 percent) and women (63 percent).

Table 2. Factor components of cross-loading items of latent variables using principal component analysis and equamax rotation
method with Kaiser normalization.

Components

Variables with measurement item
1 2 3 4 5 6 7 8

FIRM INTERNAL LABOR MARKET UPWARD MOBILITY
1) My organization has many jobs that provide room to move up the ladder. .746

2) There are enough jobs in my organization for anyone to stay with the company 643
for ever. ’

3) My organization has sufficient number of jobs that pay very well at various 672
levels of responsibility. ’

4) The sky is the limit to how far I can go in my organization. .743
5) My chances of getting promoted on time are good in my organization. .803

6) I am optimistic about my opportunities to climb the career ladder in my 777
organization. ’

7) I am confident about getting my next promotion when I am qualified for it. .788
8) So long as I continue to do a good job, my promotions will come. 779

9) My likelihood of moving into higher leadership positions in my organization
is good.

799
EMPLOYEE INVESTMENT IN ORGANIZATION
1) I have given a great deal of myself to my organization. 728

2) Anytime I get the chance, I give more of myself to my organization. 736

3) Beyond my regular tasks, I tend to give my organization all the attention it 830
needs. ’

4) Beyond my regular tasks, I readily give my energy to my organization. .828

5) When called upon, I have given much to help advance the cause of my 738
organization. ’

6) I have given a great deal of my free time to do work related actives. .698

7) I have made a great deal of sacrifices for my organization. .706
NORMATIVE ORGANIZATIONAL COMMITMENT

1) Your feeling of obligation to remain with your current employer .675

2) Your feeling that it will not be right to leave your organization now, even if 780
it is to your advantage ’
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Continued

3) Your feeling of guilt to leave your organization now 778
4) Feeling that your organization deserves your loyalty .658
5) A feeling that you are obligated to other people in your organization .735
6) A feeling that you owe a great deal to your organization .673

CONTINUANCE ORGANIZATIONAL COMMITMENT

1) How high is your fear of what may happen to you if you quit your job without

having another job lined up first? .768

2) How high is your difficulty of leaving your job now, even if you wanted to do 820

so? ’

3) How high is your feeling that your life will be disrupted too much if you left 805

your organization now? ’

4) How high is your feeling that it will be too costly to you to leave your 845

organization now? ’

5) To what extent do feel you have too few options than to consider leaving your 758

organization? ’

6) To what extent do feel that a serious obstacle to leaving your organization now 799

will be scarcity of available job options? )

ORGANIZATIONAL INVOLVEMENT

1)How socially involved are you with people in other departments in your

organization? 773

2) How much do you enjoy participating in social events in your .

organization? ’

3) How much do you enjoy voluntarily donating your time to various activities for 680

your organization? ’

4) How much do you enjoy spending extra time on activities not related to your 687

job, for the benefit of your organization? ’

AFFECTIVE ORGANIZATIONAL COMMITMENT

1)Your feeling that you are a “part of the family” in your organization .647

2) Your feeling that you are emotionally attached to your organization 719

3) Your feeling that your organization has a personal meaning for you .751

4) Your feeling of a strong sense of belonging to your organization 744
ORGANIZATIONAL INVESTMENT IN EMPLOYEE

1) Reimbursed you for your educational training .793
2) Paid for you to attend seminars or workshops .872
3) Paid for you to get some training 877

ORGANIZATIONAL PERQUISITE

1) Workers in my organization are the first to know about job openings before

721
they are advertised.

2) My organization prefers to hire internally over hiring from the 796
outside. )
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Table 3. Confirmatory factor loadings and Cronbach’s alpha for each item of latent variables.

Variables Comp 1
FIRM INTERNAL LABOR MARKET UPWARD MOBILITY: Cronbach’s Alpha = .960

1) My organization has many jobs that provide room to move up the ladder. .849
2) There are enough jobs in my organization for anyone to stay with the company for ever. .704
3) My organization has sufficient number of jobs that pay very well at various levels of responsibility. 792
4) The sky is the limit to how far I can go in my organization. .885
5) My chances of getting promoted on time are good in my organization. .929
6) I am optimistic about my opportunities to climb the career ladder in my organization. 931
7) I am confident about getting my next promotion when I am qualified for it. 914
8) So long as I continue to do a good job, my promotions will come. 914
9) My likelihood of moving into higher leadership positions in my organization is good. 915

EMPLOYEE INVESTMENT IN ORGANIZATION: Cronbach’s Alpha = .921

1) I have given a great deal of myself to my organization. .788
2) Anytime I get the chance, I give more of myself to my organization. .855
3) Beyond my regular tasks, I tend to give my organization all the attention it needs. .881
4) Beyond my regular tasks, I readily give my energy to my organization. .884
5) When called upon, I have given much to help advance the cause of my organization. .832
6) I have given a great deal of my free time to do work related actives. .790
7) I have made a great deal of sacrifices for my organization. 771

NORMATIVE ORGANIZATIONAL COMMITMENT [NOC]: Cronbach’s Alpha = .942

1) Your feeling of obligation to remain with your current employer. .891
2) Your feeling that it will not be right to leave your organization now, even if it is to your advantage. .891
3) Your feeling of guilt to leave your organization now. .886
4) Feeling that your organization deserves your loyalty. .892
5) A feeling that you are obligated to other people in your organization. .852
6) A feeling that you owe a great deal to your organization. .874

CONTINUANCE ORGANIZATIONAL COMMITMENT [COC]: Cronbach’s Alpha = .900

1) Fear of what may happen to you if you quit your job without having another job lined up first .827
2) Difficulty of leaving your job now, even if you wanted to do so 791
3) Feeling that your life will be disrupted too much if you left your organization now .852
4) Feeling that it will be too costly to you to leave your organization now .863
5) Feeling of having too few options than to consider leaving your organization .763
6) Feeling that a serious obstacle to leaving your organization now is scarcity of available job options .804

VOLUNTARY ORGANIZATIONAL INVOLVEMENT: Cronbach’s Alpha = .910

1) Social involvement with people in other departments in your organization. .844
2) Enjoy participating in social events in your organization. .905
3) Enjoy voluntarily donating time to various activities for your organization. .902
4) Enjoy spending extra time on activities not related to your job, for the benefit of your organization. .900

AFFECTIVE ORGANIZATIONAL COMMITMENT [AOC]: Cronbach’s Alpha = .953

1) Your feeling that you are a “part of the family” in your organization. 911
2) Your feeling that you are emotionally attached to your organization. .943
3) Your feeling that your organization has a personal meaning for you. 942
4) Your feeling of a strong sense of belonging to your organization. .947

ORGANIZATIONAL INVESTMENT IN EMPLOYEE: Cronbach’s Alpha = .892

1) Reimbursed you for your educational training. .875
2) Paid for you to attend seminars or workshops. .930
3) Paid for you to get some training. 915

ORGANIZATIONAL PERQUISITE: Cronbach’s Alpha = .775
1) Workers in my organization are the first to know about job openings before they are advertised. .904
2) My organization prefers to hire internally over hiring from the outside. .904
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3.6. Pretest

First, all the scales of all latent variables were factor analyzed for reliability and
validity. The exploratory factor analysis (EFA) using Principal Component Analy-
sis and Equamax Rotation Method with Kaiser Normalization was conducted to
determine cross-loading items, and any item that highly cross-loaded (with fac-
tor value above .50) on more than one factor was eliminated from the scale. All
remaining items for final analysis loaded highly only on their respective factor
components (see Table 2). The Cronbach’s alpha and the confirmatory factor
analyses (CFA) were also conducted on each scale for construct validity (see Ta-
ble 3). Cronbach’s alphas for all variables ranged from .775 to .960, and the coef-
ficients of all scale items loaded highly only on their respective factor compo-
nents. The loading coefficients for every observed item in each scale exceeded .700,
indicating a strong internal consistency and construct validity among the items
for each latent variable (Table 3). Also, a correlation matrix was conducted among
all the research variables (see Table 4), and no sign of multicollinearity was de-
tected, as no two variables had an extremely high correlation (such as exceed-
ing .90) which could call for analysis of tolerance and variance inflation factor.
The correlation matrix included a test of direct correlation between organization-
al size and the three variants of organizational commitments. Consistently with
our analytical model assumption relating to the relationship between size and
commitment, our correlation test (see Table 4) yielded no significant relation-
ship between size and AOC and very week correlations with NOC (r= .050) and
COC (r=.069).

4. Test and Findings

The structural equation model (SEM) was used to test our null for the model

hypotheses and the 19 path hypotheses with the aid of Analysis of Movement

Table 4. Correlation matrix among all variable.

1 2 3 4 5 6 7 8
1) Organizational Size 1
2) FILM Perquisite .090™ 1
3) FILM Upward Mobility 1517 4927 1
4) Organizational Involvement -.006 3437 4637 1
5) Employee Investment 011 1717 .239™ 4247 1
6) Organizational Investment .080™ 3187 .490™ 3857 2177 1
7) Affective Commitment -.006 386" 5117 633" 442" 406" 1
8) Normative Commitment -.050" 3217 443" 536" 417" 333" 735" 1
9) Continuance Commitment .069™ .012 -.063" -.006 .150™ -.017 .041" 165"

**. Correlation is significant 0.01 (1-tailed). *Significant at 0.05 (1-tailed).
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Structures (AMOS) program. For ease of fitting all the research variables into
our model, the observed variable path analysis (OVPA) was adopted, therefore,
all latent variables were entered into our structural equation in their observed
(manifest) forms determined through factor analysis. At first run, the obtained
indices for goodness of fit were poor, indicating a poor fit between our model
and data. We, then, used the output modification indices suggested by AMOS to
adjust the path analyses by correlating the variable errors between the three de-
pendent variables, and eliminating the hypothesized path between organization-
al investment in employee and organizational continuance commitment. The
modified model was then analyzed, and results showed a strong fit between our

model and data.

4.1. Model Results

Test results for our adjusted model (Figure 2) demonstrated a good fit between
our default model and data based on our obtained absolute goodness of fit in-
dices (y* = 147.412, df = (54 - 38) 16, p = .000; root mean square error of ap-
proximation (RMSEA) = .061). Although, RMSEA of .05 or less is preferred
(Steiger, 2000), our obtained value of .061 is fully acceptable since RMSEA value
is acceptable up to .080 (see Browne & Cudeck, 1993; Hu & Bentler, 1995). Also,
for a model fit, the p-value for our default model chi-square (the discrepancy
function value) should be higher than .05 for the model to be acceptable, hence,
demonstrating that the observed covariance matrices of the default and saturated
(predicted) models are similar. That is, the observed covariances of the default
model and the saturated model should not be significantly different from each
other for a model to be acceptable. However, when sample size is large (typically
greater than 200), the requirement for the Chi-square p-value to be higher than .05
is waived (Arbuckle & Wothke, 1999; Hooper et al., 2008). This is because when
sample size is large, Chi-square p-value will most often be less than .05, and
hence, rejecting a model by indicating a significant difference between the cova-
riance matrices of the default and saturated models (Arbuckle & Wothke, 1999;
Hooper et al., 2008). With a large sample size, the p-value condition is also
waived if other model fit indices indicate that a model is acceptable (=.90) (Byrne,
1994) or very strong (2.95) (Schumacker & Lomax, 2004). Given our large sam-
ple size (N = 2212) and strong model fit values (below), our model was deemed
acceptable as a plausible explanation for our outcome variables.

Our model fit analysis showed that the incremental model fit indices (baseline
comparison values) were very strong: Relative Fit Index (RFI) = .945, Normed
Fit Index (NFI) = .976, Comparative Fit Index (CFI) = .978, Tucker-Lewis Index
(TLI) = .951 and Incremental Fit Index (IFI) = .978. Based on these values, the
null for the model hypothesis (H1) was rejected. The model (as adjusted) did fit
the data, indicating that organizational size was a plausible indirect explanation
for the three forms of organizational commitment through the chain of hypothe-

sized relationships among our specified mediating variables.
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Figure 2. Standardized beta coefficients and R* values for all hypothesized paths between
organizational size and organizational commitment in the adjusted model.

The decision for the null for the three model sub-hypotheses required the as-
sessment of the product of all the statistically significant paths among the mediat-
ing variables leading to each variant of commitment. Results of the SEM (Table 5)
showed that our hypothesized paths predicted both affective organizational com-
mitment (indirect effect g = .077, R? = .50, p = .000) and normative organiza-
tional commitment (indirect effect = .068, R = .38, p = .035), but not conti-
nuance organizational commitment (indirect effect = .000, &° = .03, p = .071).
These findings indicate that our model paths are plausible for the likelihood that
organizational size would contribute to the variability in, as well as predict AOC
and NOC, but not COC through our specified paths of mediating factors (Table 5).
These results led to the rejection of the null for the first two model sub-hypotheses
(H1a and H1b), while the null for the third model sub-hypothesis (H1c) failed to
be rejected.

4.2. Path Results

The findings of our SEM showed statistically significant causal relationships among
the research variables as hypothesized in the 18 paths in our adjusted model
(Table 6 and Figure 2). Organizational size and each mediating variable were
significant antecedent predictors of an outcome variable, hence, the null hypo-
thesis for each of the 18 paths was rejected. This indicates that each hypothesized
path from organizational size to a variant of organizational commitment was a
plausible explanation and predictor of an outcome (endogenous) variable lead-
ing to a commitment variant.

Details of the results of our path analysis are presented in Table 6 and Figure
2, hence, we focus on key findings in this section. The path analysis results
showed that our adjusted model indicated that the three variants of organiza-

tional commitment were significantly predicted by their antecedent path factors.
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Table 5. Intercepts, squared multiple correlations (&*) and total coefficients of indirect effects of organizational size on all me-

diating and dependent variables.

FILM Perquisite

FILM Upward Mobility
Organizational Involvement
Organizational Investment
Employee Investment

Affective Commitment

Normative Continuance
Continuance Commitment

Constance S.E. C.R. B P Indirect Effects
7.719 130 59.603 .01 .000 .000
8.617 .839 10.265 25 .000 .044
5.907 336 17.556 23 .000 .072
2.864 .269 10.657 27 .000 .074
22.045 .390 56.478 .18 .000 .031
23.036 629 36.611 .50 .000 .077
-.830 934 -2106 .38 .035 .068
1.120 621 1.803 .03 .071 .000

Table 6. Maximum likelihood estimates of both unstandardized and standardized regression coefficients for the modified (final)

path analysis.

ADJUSTED MODEL REGRESSION PATHS

FILM PERQUISIT <
FILM UPMOBILITY
FILM UPMOBILITY
ORG INVOLVMNT
ORG INVOLVMNT
EMP INVESTMNT
ORG INVESTMNT
ORG INVESTMNT

NORMATIVE
CONTINUANCE
CONTINUANCE

AFFECTIVE

NORMATIVE

NORMATIVE

NORMATIVE

AFFECTIVE

AFFECTIVE

O N A AT A Y N Y N I A T AT N A N

AFFECTIVE

b S.E. CR. B P

ORG SIZE 140 033 4263 090 onk
FILM PERQUISIT 2231 085 26.126 482 xu
ORG SIZE 768 132 5.818 107 ikt
FILM UPMOBILITY 167 009 18.156 389 ot
FILM PERQUISIT .303 .043 7.105 152 ikt
ORG INVOLVMNT 596 027 21.985 424 onk
ORG INVOLVMNT 183 019 9.799 201 onk
FILM UPMOBILITY 156 008 19.371 397 xu
ORG INVESTMNT 098 033 2,930 057 .003
ORGI NVOLVMNT -.113 .031 —3.665 —-.085 ikt
EMP INVESTMNT .176 .022 8.012 185 ikt
EMP INVESTMNT 152 013 11.615 194 onk
EMP INVESTMNT 242 021 11.701 217 onk
ORG INVOLVMNT 500 032 15.463 318 xu
FILM UPMOBILITY 154 014 11.217 227 ot
FILM UPMOBILITY 110 009 12.486 230 ot
ORG INVOLVMNT 454 .021 22.103 410 ikt
ORG INVESTMNT 114 021 5.333 094 onk

***Significant at p =.000.

The model (Table 6 and Figure 2) indicated that the strongest predictor of af-
fective organizational commitment (AOC) was voluntary organizational in-
volvement (S = .41) followed by FILM upward mobility propensity (8 = .23),
while organizational investment in employee was the weakest predictor (8 = .09),
albeit statistically significant. Our SEM findings also indicated that normative

organizational commitment (NOC) was most strongly predicted by voluntary
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organizational involvement (f = .32), then FILM upward mobility propensity
(= .23) and employee investment in organization (f = .22), while organization-
al investment in employee was the weakest predictor (5 = .06). For continuance
organizational commitment (COC), our model showed employee investment in
organization as the stronger predictor (f = .19) while voluntary organizational
involvement was a weaker and inverse predictor (8= —.08) of this variable.
Among all the antecedents of each variant of organizational commitment, vo-
luntary organizational involvement was the strongest single predictor of two va-
riants (AOC, g = .41; NOC, B = .32) while employee investments in organization
was the stronger predictor of COC (f = .19). In total, all the hypothesized 18
causal paths produced significant positive results except the path between orga-
nizational involvement and COC as predicted in the analytical model. However,
it was predicted in the model that employee investment in organization would
negatively predict COC, but our finding indicated a positive relationship (= .19).
A possible explanation for this opposite direction is given in the summary and

conclusion section (below).

5. Discussion and Conclusion

This study was designed to investigate the likelihood that organizational size
would predict the three variants of organizational commitment propounded and
popularized by Meyer and Allen (1991, 1997). Following our assumption and
correlation result that indicated that organizational size was not a meaningful
direct predictor of organizational commitment, we advanced five mediating va-
riables through 19 predictive paths that would demonstrate how organizational
size might indirectly predict organizational commitment. These paths were based
on several logical assumptions rooted in many earlier studies (such as Baron et al.,
1986; Gordon & Thal-Larsen, 1969; Hollister 2004; Meijaard et al., 2005; Yang et
al., 2004) that organizational size, while not a direct predictor of organizational
commitment, was a positive predictor of organizational complexity. Typically,
when complexity is high, size is large (Gordon & Thal-Larsen, 1969; Hollister,
2004; Meijaard et al., 2005) and so is FILM, which is a source of opportunities
for organizational members to achieve growth through promotions, as well as
serve as a source of hope for future promotions. Therefore, indirectly through
the benefits of size, organizational members may commit to their organizations.

Based on our model, we structurally analyzed the likelihood that our five me-
diating variables would predict the likelihood of the three forms of organization-
al commitment. Using SEM, our findings indicated a strong fit between our data
and our model for affective organizational commitment (AOC) and normative
organizational commitment (NOC). For this fit to occur, however, AMOS re-
quired that one of our hypothesized paths between organizational investment in
employee and continuance organizational commitment (COC) be dropped for
lack of fit between data and this path. The adjusted model reduced our path
analysis by one, but the remaining 18-path model was statistically predictive of
only AOC and NOC, but not COC.
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Findings of this study mostly align with the directions of our hypothesized
predictive relationships for all endogamous variables including the three com-
mitments variants, except the positive value between employee investments in
organizations and COC (f = .19) which was hypothesized to be negative in our
deductive logic. One plausible explanation for this finding could be that when
employees remain with their organizations for continuance reasons (until a bet-
ter job becomes attainable), they may invest themselves in their present jobs and
organizations for the purpose of boosting their credentials, and for getting good
references from their current employments to enhance their abilities to enter
other organizations when exiting their current ones.

Our results were consistent with those of some other studies that had attempted
to predict different forms of commitment. For example, we found, consistently
with Meyer et al. (2002) that voluntary organizational involvement positively
predicted AOC (B = .41) and NOC (f = .32) and very week in predicting COC
(= —.085). But unlike Freund (2005) who did not find a significant predictive
relationship between voluntary organizational involvement and COC, we found
the relationship to be significant, albeit that the standardized coefficient was nega-
tive and very low. These findings could be interpreted, consistently with our logi-
cal assumptions that voluntarily involved employees would likely develop posi-
tive feelings toward their organizations, and hence, become more likely to com-
mit for affective reasons and less likely to commit for side-bets reasons, consis-
tently with the inverse relationship result with COC. The finding that voluntary
organizational involvement positively predicted NOC may be understood within
the assertion that normative commitment is associated with perceived climate of
organizational support and organizational collectivism (Meyer et al., 2002; Islam
et al., 2013). And, given that organizational support and collectivism would likely
foster involvement, it becomes plausible that organizational involvement would
produce a commitment based on obligations to the organization (NOC).

Our findings that FILM upward mobility propensity significantly predicted
the likelihood of both AOC and NOC were not surprising. Theories of motiva-
tion such as the Hierarchy of Needs Theory (Maslow, [1943] 2013), Existence Re-
latedness Growth (ERG) Theory (Alderfer, 1972) and Hygiene-Motivation
Theory (Herzberg et al., 1959) have indicated that real or perceived opportuni-
ties for upward mobility predicted the likelihood of higher job performance
among organizational members. By extension, the positive perceptions of the li-
kelihood of upward mobility could serve as the basis for the decision to stay with
an organization, either because of intrinsic satisfaction from upward mobility
(hence, AOC) or because of feelings of obligation to stay, and/or to avoid guilt
for leaving an organization that has provided growth opportunities (and hence,
NOC). Regardless whether it is AOC or NOC, our results show that the percep-
tion of opportunities to move up in a FILM is a strong basis for organizational
commitment. This signals the importance of organizational design that fosters

upward mobility for employees, and organizational executives could be re-
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minded by these findings to include employee upward mobility considerations
in their efforts to redesign their organizational structures to enhance both higher
job performance and organizational commitment.

We also found that mutual investments in each other between employees and
their organizations predicted all three forms of commitment as we hypothesized
in our predictive paths. We found employees that invested themselves in their
organizations to be likely to have a higher level of NOC (S = .22) than AOC
(f =.19) and COC (S = .19). But, when employees perceived a high level of or-
ganizational investments in themselves, such perceptions were found to be a
weak predictor of all commitment variants. In fact, we found this variable to be
the weakest predictor of all commitment variants (AOC, g = .09; NOC, S = .06;
and COC was eliminated for poor fit). That is, organizational investments in
employees is a very weak independent predictor of each variant of organizational
commitment. This could mean that organizational investments in employees are
perceived (by employees) as deserved and earned benefits for their hard work,
rather than as inducements for future commitments. This could, therefore, imp-
ly that organizational investments in employees are less important in garnering
employee commitment than employee investments in their organizations. When
employees make personal sacrifices beyond job expectations for their organiza-
tions, they seem to be more likely to stay, than when it is their organizations that
invested in them. However, given that employees’ investments in organizations
more strongly predicted NOC than AOC, it appears that such investments were
likely based mainly on feelings of obligation rather than affinity for the organi-
zation.

While organizational investments in employees might be good for other rea-
sons (such as improving employees’ performance effectiveness, developing lea-
dership potentials and enhancing career development), they may not serve as a
reliable source for getting employee commitment to the organization based on
the findings of this study. It would, therefore, be best for organizational execu-
tives to restructure their organizational processes to induce greater employee in-
volvements and investments to promote AOC and NOC (especially when AOC
is preferred over NOC).

6. Limitations

While several studies have been done on organizational commitment, every study
is limited in generalization based on variables included in each study model. It
means, therefore, that this present study is generalizable only within the va-
riables analyzed and, to a large extent, only to the study participants because of
the adopted nonrandom sampling method.

It is also important that the weak predictive relationship between organiza-
tional investments in employee and AOC and NOC be further investigated as
logic would lead one to assume stronger relationships than found in this study.

This is especially important for AOC because logically, one would expect em-

DOI: 10.4236/ajibm.2020.1010105

1676 American Journal of Industrial and Business Management


https://doi.org/10.4236/ajibm.2020.1010105

A. O. Oyinlade, Z. J. Christo

ployees to value organizational investments in themselves, unless such invest-
ments are perceived negatively or with poor value, as indicated by the Expec-
tancy (Valence) Theory of motivation (Vroom, 1964).

If organizational investments in employees carry high value for the employees,
it becomes reasonable to postulate that such investments would, at the very least,
produce feelings of obligations which may result in normative organizational
commitment in return for the investments. And, at the very best, the invest-
ments in employees could yield AOC for feelings of appreciation of the invest-
ments. Perhaps, as indicated by Meyer and Herscovitch (2001), a thorough un-
derstanding of organizational commitment might require a commitment profile
which describes the subjective combination of employees’ feelings of affective,
normative, and/or continuance commitment within a given context as analytical
tool. With such tool, the nuances of organizational commitment might be better
understood, and attitudes and behaviors of organizational members could be
better predicted (Meyer & Herscovitch, 2001).
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