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ABSTRACT
Researchers from various disciplines have ascribed their own meaning to
organizational commitment and job satisfaction, which increases the difficulty in
understanding the construct. The gaps in the theories proposed have been identified and
reviewed critically. It is difficult to conceptualize and measure organizational
commitment as it encompasses a vast and highly diverse body of knowledge. Due to
this it becomes difficult to interpret and conclude from the existing bodies of literature.
This paper discusses the evolution of the concept of organizational commitment and
job satisfaction and its related factors. It focuses and analyses the literature findings of
organizational commitments and job satisfaction.
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INTRODUCTION
Organizations are more closely related than ever before. Modern technological achievements have brought people
from different parts of the world and from different cultural backgrounds to work and to communicate with one
another (Kawar, 2012). Therefore, organizations are increasingly operating in multicultural and multinational
contexts (Tsui, Nifadkar, & Ou, 2007).
Global businesses offer opportunities as well as present limitations. Because of the cultural differences of
employees, there are more likely to be misunderstandings among people working in the same organization, and
researchers have found that cultural values have a considerable effect on organizations (Kawar, 2012; Tsui et al.,
2007). Hofstede argues that we are all culturally conditioned: “We see the world in the way we have learned to see.
Only to a limited extent can we, in our thinking, step out of the boundaries imposed by our cultural conditioning”
(1980: 50).
Therefore, understanding and managing cultural differences is necessary (Gelfand, Erez, & Aycan, 2007). For
successful management, people should be able to work with others from different national and cultural backgrounds
(Kawar, 2012). As Tsui et al. (2007) stated, the 21st century is certain to be the century of international
management research (Tsui et al., 2007). Research in organizational behavior (OB) should provide knowledge that
can help individuals navigate in an increasingly global context (Gelfand et al., 2007).
Unfortunately, most of the organizational behavior (OB) theories are developed and tested based on western
samples without much regard for their potential global scope, but they are presented as if they are globally
generalizable (Boyacigiller & Adler, 1991; Gelfand et al., 2007). Boyacigiller and Adler (1991) have argued that
management research can no longer remain within the conceptual or geographical borders of the United States.
Americans have developed theories without being sufficiently aware of non-US contexts, models, research, and
values; however, the entire concept of management in other countries may differ from the US (Hofstede, 1993).
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Cultural differences have impacted management practices, but whether or not certain management theories or
findings developed in one country are applicable to other countries is not a simple question. Scholars have found
that some management findings are cultural-general (Etic), while other findings are cultural-specific (Emic). For
example, Glazer and Beehr (2005) examined whether or not the effect of role stressors, such as ambiguity, on
turnover intentions varies across cultures and concluded that stress is largely a culture-general process. Jackson
(2000) found that the perceived behavior of peers had a significant influence on attitudes toward ethics in all
nations. Giacobbe-Miller, Miller, Zhang, and Victorov (2003) found that managers in both the US and Russia
emphasized productivity over coworker relations. Chikudate (1997) found that Japanese managers attach a great
deal of importance to their hierarchical positions, but American managers do not. Fey and Denison‟s (2003)
research showed that effectiveness in Russia relies more on adaptability and flexibility than in the US. Tinsley
(2001) found that US managers would be more likely to discuss issues, synthesize mutual interests, and resolve
issues than Hong Kong managers. Hong Kong managers, on the other hand, would be more likely to show
consideration for authority and collective interests and to send issues to higher management than US managers.
Wade-Benzoni et al. (2002) found that the Japanese used the equal allocation rule more often and expected others
to be more cooperative than Americans did. In summary, it is necessary to conduct a specific cross-cultural study to
examine the generalizability of a certain finding.

LITERATURE REVIEW
Organizational Commitment
Organizational commitment is related to a phenomenon in which employees maintain their membership in an
organization. An individual may be committed to several factors, such as the organization, profession, group, or
supervisor, but most research on commitment focuses on organizations rather than subsystems or occupations
(Price, 1997). Meyer and Herscovitch defined commitment as “a force that binds an individual to a course of action
of relevance to one or more targets. This target can be a recognizable entity, an abstract concept, or the intended
outcome of a course of action. When commitment is to an entity, the behavioral implications are sometimes
considered to be quite specific (e.g., continued membership)” (2001: 301).
Researchers from various disciplines have ascribed their own meaning to organizational commitment, which
increases the difficulty in understanding the construct (Mowday, Porter, & Steers, 1982). For example, Kanter
defined commitment as “the attachment of an individual‟s fund of affectivity and emotion to the group” (1968:
507). Similarly, Sheldon defined commitment as “an attitude or an orientation toward the organization which links
or attaches the identity of the person to the organization” (1971: 143). Hrebiniak and Alutto viewed commitment in
a different way by defining commitment as “a structural phenomenon which occurs as a result of individualorganizational transactions and alterations in side bets or investments over time” (1972: 556). From a different
perspective, Wiener defined commitment as “the totality of internalized normative pressures to act in a way which
meets organizational goals and interests” (1982: 421).
Meyer and Allen summarized the definitions of other scholars and found three general themes of commitment:
“affective attachment to the organization, perceived costs associated with leaving the organization; and obligation
to remain with the organization” (1997: 11). They argued that commitment is a multifaceted construct and that our
understanding of how people become committed to an organization is better served by acknowledging this
complexity rather than by choosing one approach over another (Meyer & Allen, 1997).
Based on the general themes of the commitment definition, Meyer and Allen identified three components of
organizational commitment. Affective commitment is defined as “the employee‟s emotional attachment to,
identification with, and involvement in the organization” (Meyer & Allen, 1997: 11). Employees with a high level
of affective commitment continue membership in an organization because they want to do so. Continuance
commitment refers to “an awareness of the costs associated with leaving the organization. Employees whose
primary link to the organization is based on continuance commitment remain because they need to do so” (Meyer &
Allen, 1997: 11). Normative commitment reflects “a feeling of obligation to continue employment. Employees with
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a high level of normative commitment feel that they ought to remain with the organization” (Meyer & Allen, 1997:
11). An employee‟s overall organizational commitment may reflect varying degrees of all three components.
For example, one employee may be emotionally attached to an organization, and at the same time, he or she may
feel an obligation to continue employment due to social norms or personal values. Another employee may not have
any emotional attachment to his or her company, but the costs of leaving the company keeps him or her from
resigning. Each component measures a unique aspect of commitment that is difficult to assign to an overall
organizational commitment level. Failing to recognize that commitment is multi-faceted may lead to the risk of
assuming that if commitment leads to retention, an employee who remains must be affectively committed.
Alternatively, we might assume that if we can get an employee stay, he or she will become affectively committed
(Meyer & Allen, 1997).
O‟Reilly and Chatman (1986) developed their own multidimensional framework of organizational commitment,
which is similar to Meyer and Allen‟s model. O‟Reilly and Chatman‟s model is based on the assumption that
commitment represents an attitude toward the organization and that there are various mechanisms through which
attitudes can develop (Meyer & Herscovitch, 2001; O'Reilly & Chatman, 1986). They argued that commitment has
three distinct forms: compliance, identification, and internalization. Compliance occurs when attitudes, and
corresponding behaviors, are adopted in order to gain specific rewards. Identification occurs when an individual
accepts influence to establish or maintain a satisfying relationship. Finally, internalization occurs when influence is
accepted because the attitudes and behaviors one is being encouraged to adopt are congruent with existing values
(Meyer & Herscovitch, 2001; O'Reilly & Chatman, 1986).
As mentioned previously, organizational commitment is related to a phenomenon in which employees maintain
their membership in an organization. To investigate the reason for this phenomenon, scholars generally have two
different approaches: an attitudinal commitment approach and a behavioral commitment approach. The former
focused on the process by which people come to think about their relationship with the organization. In many ways
it can be thought of as a mind set in which individuals consider the extent to which their own values and goals are
congruent with those of the organization (Mowday et al., 1982). The latter focused on the process by which
individuals become locked into a certain organization and how they deal with this problem (Mowday et al., 1982).
Attitudinal commitment studies typically aim to demonstrate that organizational commitment is associated with
certain organizational outcomes, such as turnover, job satisfaction, and productivity. For example, DeCotiis and
Summers (1987) revealed that organizational commitment is positively associated with job satisfaction and
negatively associated with turnover. Florkowski and Schuster (1992) also found that job satisfaction is positively
associated with commitment. Liou (1995) showed that trust in a supervisor, job involvement, and job satisfaction
are highly associated with organizational commitment. Angle and Perry (1981) found that organizational
commitment is negatively associated with turnover intention.
Behavioral commitment studies, on the other hand, search for the conditions under which an employee may
develop more commitment behaviors, such as remaining in the organization. Kline and Peters (1991) showed a
strong relation between years of service (job tenure) and organizational commitment. Kim (1999) showed that
spouse and supervisor support is associated with organizational commitment. Iverson an Roy (1994) found that job
security and union participation have an impact on the turnover rate of Australian blue-collar workers.
Meyer and Allen (1984) initially proposed a distinction between affective and continuance commitment. Later,
Allen and Meyer (1990) suggested one more component of commitment called normative commitment, which
refers to a perceived obligation to remain in the organization (Allen & Meyer, 1990; Meyer et al., 2002). The threecomponent model of organizational commitment is currently the most influential model in the organizational
commitment field.
An especially large body of research focuses on affective commitment rather than the other two components (Judge
& Kammeyer-Mueller, 2012), which may be because affective commitment is the most desirable component of
commitment as well as the one that organizations are most likely to want to instill in their employees (Meyer &
Allen, 1997). For example, a low turnover (or turnover intention) is a desirable outcome of organizational
commitment. Meyer and Herscovitch (2001) found that all three forms of organizational commitment are
negatively associated with turnover intentions. The strongest predictor is in affective commitment (beta=-0.43)
followed by normative commitment (beta=-0.23) and continuance commitment (beta=-0.18). Path coefficients with
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the actual turnover are weaker but have a similar pattern (-0.23, -0.16, and -0.07, respectively) (Meyer &
Herscovitch, 2001).
In addition to turnover rate, a number of OB variables were shown to be associated with affective commitment,
continuance commitment, and normative commitment. Morris (2014) found that affective commitment and
coworker interpersonal citizenship behavior are highly associated. Lam and Liu (2014) showed that affective
commitment is negatively related to turnover intentions and positively related to job performance. Marique,
Stinglhamber, Desmette, Caesens, and De Zanet (2013) showed that affective commitment mediates the
relationship between organizational identification and supervisors‟ ratings of extra-role performance. Matzler,
Renzl, Mooradian, von Krogh, and Mueller (2011) found that affective commitment has an influence on knowledge
sharing.
For continuance commitment, studies in literature mainly focus on investments and alternatives. According to
Meyer and Allen (1997), identifying alternatives is an antecedent of continuance commitment. Taing, Granger,
Groff, Jackson, and Johnson (2011) further examined the nature of continuance commitment and found that
continuance commitment based on economic exchanges is positively related to task performance and citizenship
behaviors, whereas continuance commitment based on low job alternatives is negatively related to those variables.
Continuance commitment is also related to many OB variables. For example, Florkowski and Schuster (1992)
found correlations between profit sharing and continuance commitment. Perry (1997) showed that government
employees have a higher continuance commitment than other sectors due to the public service motivation. Williams
(2012) found that continuance commitment has a weak negative path coefficient with job satisfaction but that
affective commitment has a strong path coefficient with job satisfaction. Albdour and Altarawneh (2014) found that
work engagement is highly associated with continuance commitment.
Normative commitment has generated much less study than the other two components. Heshizer, Martin, and
Wiener (1991) showed that normative commitment has a strong link with union participation. McConnell (2003)
found that a person-organization fit is associated with normative commitment as well as the other two components.
To clarify the meaning of normative commitment, Meyer and Parfyonova (2010) further identified the source of
normative commitment and concluded that normative commitment can be experienced either as a moral duty or a
sense of indebtedness.
It is important to note that the three components of organizational commitment are different but related. Studies
show that affective commitment, continuance commitment, and normative commitment have consistently yielded
non-zero path coefficients. Most notably, the path coefficient between affective commitment and normative
commitment is often quite significant (Meyer & Allen, 1997; Meyer et al., 2002).
Meyer and Allen‟s three-component model is mainly based on the research in North America. They have suggested
that commitment may play different roles in other cultures (Meyer & Allen, 1997). Kirkman and Shapiro (2001)
showed that cultural values may have an impact on organizational commitment, but it depends on which type of
cultural value is being examined. As mentioned previously, cross-national studies can hardly attribute cultural value
to be the only differentiator. Some scholars argued that only a small portion of the variance in organizational
commitment can be accounted for by cultural values (Kirkman & Shapiro, 2001; Palich, 1995). Glazer, Daniel, and
Short (2004) examined the relation between personal values and commitment using samples of nurses from
different countries. Their results show that personal values partially mediate the effects of countries on affective
commitment.
One of the highly-cited cross-cultural studies in organizational commitment before the three-component model was
conducted by Luthans, McCaul, and Dodd (1985). They found that US employees have higher levels of
organizational commitment than employees in Japan or South Korea, which was different from popular belief
(Luthans et al., 1985). Meyer and Allen (1997) proposed that it may be due to the fact that the weight of normative
commitment varies across countries. In a later study, Meyer et al. (2002) found that normative commitment is more
strongly associated with perceived organizational support but less strongly associated with age and tenure in studies
outside versus inside the US. They also found that role conflict and role ambiguity are stronger predictors of
organizational commitment within the United States, particularly for affective commitment (Gelfand et al., 2007;
Meyer et al., 2002).
Wasti (2003) showed that major predictors of organizational commitment may vary in different cultures. His study
shows that the strongest predictors of organizational commitment in countries that highly value individualism are
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work/job satisfaction and promotions, while the strongest predictor of organizational commitment in countries that
highly value collectivism is satisfaction with a supervisor. Applying the three-component model, Wasti (2003) also
showed that affective commitment is a more powerful predictor of job outcomes in the US, whereas normative
commitment was more important for job outcomes in studies outside of the US, which is consistent with Meyer and
Allen‟s (1997) proposition (Gelfand et al., 2007; Meyer & Allen, 1997; Wasti, 2003). In a later meta-analysis of
cross-cultural findings in organizational commitment, Meyer et al. (2012) found that cultural values explained the
greatest amount of variance in normative commitment, followed by affective commitment; they did not explain
variance in continuance commitment.
Empirical findings in China are very limited. Chen and Francesco (2003) provide further support for the importance
of normative commitment in non-western cultures. Using a sample of 253, they showed that affective commitment
positively relates to performance and organizational citizenship behavior (OCB), but continuance commitment does
not. Also, normative commitment moderates the relation between affective commitment and in-role performance
and affective commitment and OCB. Cheng and Stockdale (2003) found that normative commitment and affective
commitment were significantly higher in their China sample than in their Canada and South Korea sample, but
continuance commitment was lower in their China sample than in their Canada and South Korea sample. Normative
commitment reduced the relation between continuance commitment and job satisfaction. Their study in China
shows that affective commitment and normative commitment are significantly associated with job satisfaction, all
three components are associated with turnover intention, and normative commitment is negatively moderated the
relation between continuance commitment and job satisfaction.

Job Satisfaction
Job satisfaction has many definitions in management literature, but all of the definitions convey a similar meaning.
For example, Locke (1976) defined job satisfaction as an attitudinal variable explaining how individuals feel about
their jobs and a state of positive emotion resulting from the appraisal of individuals‟ job experience. Moyes, Shao,
and Newsome (2008) defined job satisfaction as how pleased an employee is with his or her position of
employment. Sageer, Rafat, and Agarwal (2012) defined job satisfaction as a measure of how happy workers are
with their job and working environment. In Price‟s “Handbook of Organizational Measurement”, job satisfaction
could be based on Vroom‟s definition, which is “the degree to which employees have a positive affective
orientation towards employment by the organization” (1997: 470).
In Price‟s “Handbook of Organizational Measurement”, he reviewed and discussed most of the existing definitions
and examined the validity and reliability of the measurement scales. Price‟s (1997) book has been cited by more
than 1600 works. The present research adopts Price‟s (1997) definition because it is consistent with the
measurement scale applied in this research (created by Brayfield and Rothe (1951);
In the job satisfaction literature, one of the most cited works was written by Spector (nearly 3000 citations).
Spector‟s definition of job satisfaction is very simple: “job satisfaction is simply how people feel about their job
and different aspects of the jobs” (1997: 25). Unlike the definitions of work motivation and organizational
commitment, the definitions of job satisfaction are quite consistent among different authors, which may be because
the name of the construct (job satisfaction) is already a clear definition.
In the job satisfaction literature, one of the most cited works was written by Spector (nearly 3000 citations).
Spector‟s definition of job satisfaction is very simple: “job satisfaction is simply how people feel about their job
and different aspects of the jobs” (1997: 25). Unlike the definitions of work motivation and organizational
commitment, the definitions of job satisfaction are quite consistent among different authors, which may be because
the name of the construct (job satisfaction) is already a clear definition.
According to Spector (1997), job satisfaction can be considered to be a global feeling about the job (usually simply
referred to as job satisfaction) or as a related constellation of attitudes about various aspects or facets of the job,
such as pay satisfaction and satisfaction of coworkers. Scholars identified many aspects of job satisfaction, such as
Spector‟s (1997) 14-facet model, Hugick and Leonard‟s (1991) 16-facet model, Locke‟s (1976) 4-facet model, and
Smith et al.‟s (1969) 5-facet model. Scholars found that the facets may not equally apply to every employee
because an employee has very different feelings about the various facets (Hugick & Leonard, 1991; Spector, 1997).
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High levels of job satisfaction can lead to many desirable outcomes for organizations. Previous studies show that
job satisfaction is positively associated with employees‟ performance and productivity (Allen & Wilburn, 2002;
Carsten & Spector, 1987; Heskett & Schlesinger, 1994; Springer, 2010). Also, studies have shown that high job
satisfaction can decrease employees‟ absenteeism and turnover intention (Carsten & Spector, 1987; Hackett &
Guion, 1985; Jang, 2008; Pepe, 2010; Popoola, 2005). Therefore, it is important to find out how and why
employees are satisfied with their job.
The job characteristic theory is one of the major theories in job satisfaction, and it proposes that many
characteristics of job design can affect job satisfaction. Accordingly, the redesign of a work situation may improve
employees‟ job satisfaction level. This theory was created by Hackman and Oldham (1976) and supported by many
studies (Fried & Ferris, 1987; Hackman & Oldham, 1980; Smith, 2009).
Job characteristics refer to the content and nature of job tasks. Hackman and Oldham (1976) identified five core
characteristics of a job: skill variety, task identity, task significance, autonomy, and feedback, which can lead to
three psychological states. The first three core characteristics combined induce experienced meaningfulness of
work. Autonomy leads to feelings of responsibility. Feedback leads to knowledge of the results about the products
of work. In turn, three psychological states impact the work outcomes experienced by employees, including internal
work motivation, growth satisfaction, overall job satisfaction, work effectiveness, and absenteeism (Hackman &
Oldham, 1976, 1980; Judge & Kammeyer-Mueller, 2012; Spector, 1997).
Hackman and Oldham (1976) proposed that growth need strength (GNS) is an important moderator between the
five core characteristics and the psychological states. GNS refers to an individual‟s need for fulfillment of a higher
order of needs (related to Maslow‟s hierarchy of needs theory). The job characteristic theory argues that core job
characteristics affects job satisfaction only when GNS is high (Hackman & Oldham, 1976; Spector, 1997). The
meta-analysis conducted by Loher, Noe, Moeller, and Fitzgerald (1985) confirmed Hackman and Oldham‟s
proposition.
In addition to the job characteristic theory, the role theory (approach) is another highly-cited work. The theory was
proposed by Katz and Kahn (1978). They viewed the interaction between the employee and the job from the
perspective of specific roles. Role refers to the required pattern of behavior for an individual in the organization
(Katz & Kahn, 1978; Spector, 1997).
A role is similar to a job duty, but it is not identical because each individual can have several roles. The theory
shows that role ambiguity and role conflict have a significant influence on job satisfaction. Role ambiguity is the
degree of certainty the employee has about what his/her function and responsibilities are (Spector, 1997). The
empirical results showed that role ambiguity is negatively associated with job satisfaction (Jackson & Schuler,
1985; Katz & Kahn, 1978; Smith, 2009).
Role conflict exists when people experience incompatible demands regarding their tasks and responsibilities. It can
be further divided into intra-role conflict and extra-role conflict. Intra-role conflict occurs when a task cannot be
done or when multiple tasks conflict with one another. Extra-role conflict occurs when non-work roles (such as
taking care of a family) conflict with a work role (Spector, 1997). Studies also show negative path coefficients
between role conflict and job satisfaction (Jackson & Schuler, 1985; Katz & Kahn, 1978; Spector, 1997).
Both the job characteristic theory and the role theory mainly focus on work rather than on people. In many cases,
people may have a completely different job satisfaction level in exactly the same job design. GNS or role conflict
may not be sufficient to explain all of the differences in job satisfaction. Staw and Ross (1985) argued that job
satisfaction is in part due to personality. Some people are predisposed to like their jobs, whereas others are not.
Similarly, Newton and Keenan (1991) showed that some individuals tend to be more satisfied with their job than
others because of their underlying personality, but job redesign can still lead to improvement in job satisfaction.
The empirical findings generally support the relationship between personal traits and job satisfaction. Reilly (2012)
found that self-efficacy and self-esteem are related with job satisfaction. Alavi and Askaripur (2003) examined the
relation between self-esteem and several aspects of job satisfaction. They found a significant path coefficient
between self-esteem and satisfaction with a supervisor, satisfaction with a co-worker, satisfaction with a promotion,
and satisfaction with pay, but very few studies have examined whether job characteristics or personal traits play the
stronger role in predicting job satisfaction. An early comparison conducted by Gerhart (1987) shows that personal
traits contribute to job satisfaction, although not as strongly as job characteristics. More research on this issue is
undoubtedly needed.
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CONCLUSION
Global businesses require cross-cultural management findings. Therefore, understanding and managing cultural
differences is necessary (Gelfand et al., 2007). High levels of organizational commitment and job satisfaction may
lead to many desirable outcomes, such as high performance and low turnover (Bang et al., 2013; Brief & Weiss,
2002; Finegold et al., 2002; Lee et al., 2001; McConnell, 2003; Nayak, 2002; Nhat & Nguyen, 2013; Porter et al.,
1974; Smith, 2009).
Work motivation has been shown to have a positive influence by empirical studies conducted in western cultures
(O'Driscoll & Randall, 1999; Spector, 1997; Springer, 2010; Tietjen & Myers, 1998).
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