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Abstract

Employee commitment is one of the most important elements that help organizations to achieve their goals. This
study investigates the impact of gender differences on organizational commitment.108 employees of a private
small and medium enterprise (SME) company in Iran are randomly selected for this study. The organizational
commitment instrument used in this research is adopted from the Allen and Meyer (1990) scale. Based on this
scale, three organizational factors (affective commitment, continuance commitment and normative commitment)
are evaluated. The findings indicate that men and women have the same level of affective commitment,
continuance commitment, and an overall organizational commitment. However results reveal that women have a
greater level of normative commitment than men within the SME.
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1. Introduction

Due to spending a substantial time at the workplace, the context of organizational commitment (OC) has
attracted remarkable notice. To date, extensive research has been done to investigate the impact of organizational
commitment on behavior and attitudes at the workplace (Milliman et al., 2003; Peterson, 2011). Organizational
commitment has been investigated as a predictor for several of organizational outcomes as well as specifying
organizational effectiveness behavior (Mathieu & Zajac, 1990; Meyer& Allen, 1997; Meyer, Stanley,
Herscovitch, & Topolnytsky, 2002; Sinha & Jain, 2004). Prior studies on outcomes of organizational
commitment such as diminishing turnover, lowering absenteeism, increasing organizational citizenship behavior
and job performance have been identified in the past thirty years (Mathieu & Zajac, 1990, Angle & Perry, 1981;
Mowday et al., 1979; Hall, 1977).

Simply put, organizational commitment is defined as the emotional bond or attachment between staff and their
firm (Meyer & Allen, 1997; O’Reilly & Chatman, 1986). Mowday, Steers and Porter (1979) defined
organizational commitment as the relative strength of an individual’s identity within particular organization.
They describe organizational commitment as “the relative strength of an individual’s identification with and
involvement in a particular organization. That can be characterized by three factors: (i) a strong belief in and
acceptance of the organization’s goals and values, (ii) a willingness to exert considerable effort on behalf of the
organization, and (iii) a strong desire to maintain membership in the organization.”

Indeed small and medium enterprises (SMEs) play a vital role in growth and development of human, social and
economic capital. Because of a noteworthy attention to the concept of organizational commitment together with
the restricted financial resources and supports for private SMEs in Iran, present study is designed to address
whether there is a gender difference between employees of private SMEs or not. Certainly the consequences of
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this paper would help human resource managers of private SMEs to hire individuals (males or females) who are
more obligated to the organization.

2. Literature Review

Meyer and Allen (1991) argued that organizational commitment is a multidimensional construct. They
categorized organizational commitment into three components: affective commitment, continuance commitment
and normative commitment (Meyer & Allen, 1991; Dunham et al., 1994). Affective commitment is identified as
“the emotional attachment, identification, and involvement that an employee has with its organization and goals”
(Mowday et al, 1979; O’Reily & Chatman, 1986; Meyer, Allen & Smith, 1993). Porter et al (1974) further
characterized affective commitment by three components (1) “belief in and acceptance of the organization goals
and values, (2) a willingness to focus effort on helping the organization to achieve its goals, and (3) a desire to
maintain organizational membership”. Mowday et al (1979) further stated that affective communication is “when
the employee identifies with a particular organization and its goals in order to maintain membership to facilitate
the goal.”

Table 1 describes the multidimensional terms of organizational commitment. Based on Table 1, scholars
believed that organizational commitment includes different terms. Namely, Fields (2002) believed in three
dimensions of organizational commitment such as affective, continuance and normative commitment, or
McCloskey and McCain (1987) illustrated behavior, attitude and effort as three terms of organizational
commitment. Obviously, all scholars perceived organizational commitment as a multidimensional construct
which comprises more than one term as depicted in Table 1.

Insert Table 1 here

Meyer and Allen (1997) claimed that, retaining membership out of own choice by staff reveal that they have
commitment to the organization. Continuance commitment is about employee’s “nontransferable” investments
(such as retirement, relationships with other employees, or things that are special to the organization) in an
organization which result from their desire through remaining within an enterprise (Reichers, 1985). In the
meantime, factors such as years of employment or benefits that the employee may receive that are exclusive and
unique to the company (Reichers, 1985). Furthermore, Meyer and Allen (1997) explained that employees who
have nontransferable investment within an organization often do not leave their organization easily, because they
share continuance commitment with their employer. That is to say, continuance commitment is educated while
individual plays in a way that stakes something which is unrelated to his/her current tasks but valuable and
compatible to his/her present behavior cause of awareness from costs of quitting an organization (Becker, 1960).

Normative commitment is a partly new phase of organizational commitment which describes employees’
obligation to their workplace or commitment that they have to the organization (Bolon, 1997). In 1982, Weiner
defined normative commitment as being a “generalized value of loyalty and duty”. In 1991, Meyer and Allen
supported Bolon’s definition of normative commitment as being “a feeling of obligation”. Wiener (1982)
claimed that normative commitment is likewise a feeling of having moral commitment to the organization
because he believed it is only natural one cause of the way people are raised in society and equal to obligations
such as marriage, family, religion, etc.

Meyer, Allen and Smith (1993) identified that the three components of commitment are a psychological
statements “that either characterizes the employee’s relationship with the organization or has the implications to
affect whether the employee will continue with the organization”. Totally research shows that employee with a
strong affective commitment will remain within a firm because they want to, employee with a strong
continuance commitment will remain with an organization cause of they have to and employee with a strong
normative commitment will remain because they feel they have to (Meyer et al., 1993).

Fields (2002) defined that, affective commitment is employee’s identity with, involvement in, and liking firm,
normative commitment is electing feel of commitment to continue employment, while continuance commitment
is perceived whenever employees know the cost of associated with leaving the organization.

In other words, organizational commitment associates with many behavioral and organizational outcomes which
influence them. For instance, Mathieu and Zajac (1990) identified that there is a positive relationship between
organizational commitment and job attendance and negative linear relevance to employee’s lateness and turnover.
In so doing, one who is obligated to a firm is more likely to remain at work. On the other hand, individual with
lower level of commitment may be anticipated to work fewer hours cause of negative relation between
organizational commitment and withdrawal behaviors. Batemen and Strasser (1984) asserted that the testimonies
for studying organizational commitment are related to “(a) employee behaviors and performance effectiveness,
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(b) attitudinal, affective, and cognitive constructs such as job satisfaction, (c) characteristics of the employee’s
job and role, such as responsibility and (d) personal characteristics of the employee such as age, job tenure” (p.
95-96).

Employees as the citizens of the organization require performing their obligation that can lead them to crystallize
their citizenship behavior within organization. Organizational commitment (OC) is identified in terms of attitude
and also a set of intentions. Commitment is an attitude of organization loyalty that exhibited by staff. Attitudinal
commitment appears when “the identity of the person is linked to the organization” (Sheldon, 1971) or “when
the goals of the organization and those of the individual become increasingly integrated or congruent” (Hall,
Schneider & Nygren, 1970).

Obligation ramifies from individual’s belief when they thought organization goals and objectives are compatible
with their own. Mowday, Porter and steer (1982) claimed that, commitment is the “relative strength of an
individual’s identification with and involvement in the organization” in term of goals and values. Ostroff (1992)
reported that organization with committed staff has better performance, lower level of absenteeism and low
turnover rate.

Concept of organizational commitment has been examined to elucidate its meaning in terms of organization,
career, norms, identification, morals, jobs, job involvement, security and more (Meyer &Allen 1991, Cohen
1993). Allen and Meyer (1990) and Mathieu and Zajac (1990) asserted factors such as age and tenure tend to
co-vary with individual’s position in the company and are known positively relate with obligation. More years
experiences in the firm raises one’s psychological attachment and internalization of norms.

Organizational commitment has been conceptualized and measured in various ways same as many other
constructs in organizational psychology. Prevalently to all conceptualization of obligation, committed employees
are defined who are strongly obligated and least likely to leave the organization. Pfeffer (1998) observed that
individuals who are highly motivated to participate their time and energy to follow organizational goals are
classified as committed employees and organization’s primary asset. Meyer and Allen (1997) identified a
committed employee who is “stays with an organization, attends work regularly, puts in a full day and more,
protects corporate assets, and believes in the organizational goals”.

Obligated individual is more likely to exhibit organization-serving behavior (O’Reilly & Chatman, 1986). This
demeanor directly or indirectly benefits the work unit, the company and some other employees. For instance, if
employee works more hours in the organization they may serve the work unit (group), firm or co-workers by that
issue. Project managers that stay late at the workplace can be available to co-workers to answer any technical
questions or assist them with difficulties even they are not producing measurable work results. And also
managers’ presence may motivate other staff. In so doing, managers are helping the work group, firm and
subordinates.

Particularly, employees must be given several opportunities to feel obligation to the organization. That is to say,
building a good relationship with immediate work group can increase level of commitment in the workplace
(Meyer & Allen, 1997). On the other hand, Lio (1995) claimed that perception of job security plays a vital role in
constructing staff’s commitment in an organization. Manager’s style is another issue that impacts employees’
obligation, because employees who favored their manager’s style also making favored commitment to the
organization and the level of that (Koopman, 1991). Nierhoff et al (1990) identified that the “overall
management culture and style driven by the top management actions are strongly related to the degree of
employee commitment”. Manager’s conscious about their responsibilities as well as giving reward and support
for the tasks that staff do are other issues that rise employee’s involvement which makes them more innovative
and build their trust to both managers and organization (Eisenberger et al., 1990).

In growing economies such as Iran the role of small and medium enterprises is very significant, because SMEs
are the main mechanisms in private sector to discover and create new markets. Taylor (2006) disclosed that 25
percent of small businesses are faced with a shortage of qualified employees that not only inhibits the growth
and development but also it is a threat to their survival. Hence due to the foregoing reasons, it is necessary to
conduct the current study to find out whether there is a significant difference between employees’ (males and
females) obligation or not. Indeed, the consequences of present research would help SMEs to prevent from
wasting their financial resources through retaining qualified employees to boost their level of commitment
and/or by hiring more obligated individuals.
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3. Methodology

Current research is conducted on 108 employees (54 men and 54 women) of LAR Consulting Engineers
Company which is a private small and medium enterprise (SME) in Iran. LAR Consulting Engineers (LCE)
Company established in 1983 as subsidiary of Ministry of Energy — Tehran Regional water Authority and later in
1986 it became registered private company. In order to develop a self-sufficient water industry in the country, LAR
is tasked to manage the construction of LAR Dam. LAR is now gradually replacing foreign consultants with local
expertise. In order to boost organizational productivity, it is imperative that the company makes an assessment
on the existing level of its employee commitment. The organizational commitment instrument used in this
research is adopted from the Allen and Meyer (1990) scale. Based on this scale (Table 2), three organizational
factors (affective commitment, continuance commitment and normative commitment) are evaluated. The
assessment provides an overall organizational commitment score as well as a score in each of the three
organizational commitment factors. Statements from 1 to 8 illustrate respondents’ affective commitment,
statements from 9 to 16 estimate respondents’ continuance commitment, while statements 17 to 24 appraise
respondents’ normative commitment. The respondents are requested to indicate the extent that each statement
characterized them using the five Likert scale format from 1 (Strongly disagree) to 5 (Strongly agree). In this
scale, nine negatively items (questions 4, 5, 6, 8,9, 12, 18, 19, and 24) are reverse coded.

Insert Table 2 here
3.1 Hypothesis Development

Scholars asserted that personal characteristics such as gender, age, and organizational tenure would predict
organizational commitment (Meyer & Allen, 1997). Furthermore, gender has been considered in organizational
commitment literature from two aspects: the job model and the gender model (Aven, Parker, & McEvoy, 1993).
The job model approach indicated that there are no differences in the work attitudes of males and females; and
work attitudes of men and women extended in similar ways (Loscocco, 1990). On the contrary, advocates of
gender model in the study of organizational commitment and females disclosed that "women accept family roles
as a chief source of their identity and fulfillment, leading to a different orientation to work for men, for whom
work is paramount" (Loscocco, 1990, p. 155).

Prior empirically studies reported the differences in organizational commitment between males and females. To
be more elaborate, scholars through meta-analytic study found that there are vital differences in employee’s
obligation between men and women (Mathieu & Zajac, 1990). Previous researches suggested that men are more
committed to their firms (Kaldenberg et al., 1995; Dodd-McCue & Wright, 1996). Based on a study that
examined the relationship of organizational commitment and gender differences between 1,040 Canadian
Charter Accountants, women illustrated lower level of organizational commitment than men (Aranya, Kushnir,
& Valency, 1986). Also some researchers claimed that females are more obligated to their organizations
(Matthieu & Zajec, 1990; Marsden et al., 1993; Wahn, 1998).

Marsden et al (1993) asserted that men and women present similar levels of organizational commitment if they
work under equivalent work conditions. According to the meta-analysis of studies that investigated the relevance
of organizational commitment and gender, there are no significant difference among men and women whenever
organizations treat all staff fairly (Aven, Parker & McEvoy, 1993). Furthermore, some other scholars found that
there is no relationship between organizational commitment and gender differences (Aven, Parker & McEvoy,
1993; Savicki, Cooly & Gjesvold, 2003; AI-Ajmi, 2006).

Moreover, Ngo and Tsang (1998) claimed that executives’ organizational commitment is not affected by gender
differences. Their study (772 respondents) conducted to examine whether gender differences impacts on
business executives in Hong Kong or not.

Therefore, present study examines the impact of gender differences on organizational commitment between
employees of small and medium enterprise in private sector. So, three sub-hypotheses and one main research
hypothesis are formulated as below:

Sub-hypotheses:

H1: Males and females have the same level of affective commitment.
H2: Male and females have the same level of continuance commitment.
H3: Male and females have the same level of normative commitment.
Main hypothesis:

H4: Males and females have the same level of organizational commitment.
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3.2 Method of Analysis

The Cronbach Alpha method is used to determine the reliability of each variable. Then The
Independent-Samples T Test conducts to compare means for two groups of employees (men=54, women=>54).
Mean and Std. Deviation of each organizational commitment components as well as organizational commitment
as a whole construct are measured to identify whether there is a gender difference between employees’
obligation or not, and also to find out which components of organizational commitment are significantly
different between males and females.

4. Data Analysis

The Cronbach Alpha method is used to determine the reliability of each component (affective commitment,
continuance commitment and normative commitment), and an overall organizational commitment which make
up the research instrument. The Cronbach Alpha method determines the inter-item correlation among the items
measuring the construct. As illustrates in Table 3, the Cronbach Alpha value ranged from 0.72 to 0.78. As the
Cronbach’s Alpha in this study is within the acceptable range, the constructs are therefore deemed to have
adequate reliability and ready for actual survey.

Insert Table 3 here

Table 4 (Mean and Standard Deviation for Organizational Commitment) demonstrates differences between mean
scores of males and females in their commitment to the organization. For affective commitment men (mean=3.77;
S.D=0.812) reveals greater tendency in compare with women (mean=3.54; S.D=0.861). The second component
which is continuance commitment receives more tendency by men (mean=3.74; S.D=0.791). But, result shows
that women have higher level of normative commitment (mean=3.57; S.D=0.573) in compare with men
(mean=3.26; S.D=0.557).

Insert Table 4 here

Regarding organizational commitment as a whole construct, current research finding illustrates that men
(mean=3.79; S.D=0.527) scored more than women (mean=3.63; S.D=0.523).

Independent sample T test reveals that affective commitment (p-value = 0.457 > 0.05), continuance commitment
(p-value = 0.067 > 0.05), normative commitment (p-value = 0.912 > 0.05), and organizational commitment
(p-value = 0.129 > 0.05) are all homogeneous with different types of gender, because the variances are not
different at o= 0.05 as presented in Table 5.

Insert Table 5 here

According to Table 6 (Test for Equality on Means), affective commitment (p-value = 0.147 > 0.05), continuance
commitment (p-value = 0.633 > 0.05), and organizational commitment (p-value = 0.105 > 0.05) are all beyond
o= 0.05 which means that there are no significant differences in three components of organizational commitment
together with organizational commitment as a whole construct between men and women. Since the par value for
affective commitment, continuance commitment and an overall organizational commitment are higher than
a=0.05, thus there is no difference based on these three variables between males and females. On the contrary,
finding shows that there is a significant difference in normative commitment (p-value = 0.006 < 0.05) among
men and women.

Insert Table 6 here

Since the p-value of normative commitment is 0.006 (which is less than o = 0.05), there is some evidence based
on ranking (Table 7) that there is a significant difference in normative commitment between males and females.

Insert Table 7 here

The mean rank (Table 7) for men is 47.76 while for women is 61.24. Therefore, females have higher level of
normative commitment to the organization than males.

Furthermore, Table 8 (Summary of the Findings) is provided to present the result of all tests to understand
whether the research hypotheses are accepted or rejected.

Insert Table 8 here

Based on findings, affective commitment (H1), continuance commitment (H2), and organizational commitment
(H4), are not significantly different between men and women. In contrast, normative commitment (H3) seems to
be different among males and females.
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5. Discussions

Since organizational commitment is allied with whether and for what reason employees stay with a firm (Meyer
& Allen, 1997), the purpose of present study is to examine gender differences in three components of
organizational commitment (OC) as well as OC as a whole construct. Totally previous research identified that
staff with a strong affective commitment will remain within a firm because they want to, employee with a strong
continuance commitment will remain with an organization cause of they have to and staff with a strong
normative commitment will remain because they feel they have to (Meyer et al., 1993).

In current research men participants illustrates higher level of affective commitment (mean=3.77; S.D=0.812),
continuance commitment (mean=3.74; S.D=0.791), and an overall organizational commitment (mean=3.79;
S.D=0.527) in compare with women. On the contrary, females (mean=3.57; S.D=0.573) demonstrates that they
have more normative commitment to the organization than males (mean=3.26; S.D=0.557). The results of
present manuscript on perceiving organizational commitment (OC) as a whole construct are in line with the
outcomes of studies reported by Kaldenberg et al (1995), Dodd-McCue and Wright (1996). They all found that
males have higher level of organizational commitment than females.

In the meantime, this study shows that there are no significant differences in two components of organizational
commitment: affective commitment (p-value = 0.147 > 0.05) and continuance commitment (p-value = 0.633 >
0.05), together with an overall organizational commitment (p-value = 0.105 > 0.05) between different types of
gender. But based on findings, employees’ gender differences have significant impact on their perception of
normative commitment (p-value = 0.006 < 0.05).

Clearly, highly obligated employees will attach with goals of the enterprise, have stronger tendency to belong to
the organization, and are willing to exhibit greater behavior and attitudes. In this research males presented higher
level of affective commitment and continuance commitment. This shows that males are more willingness to be
with the firm goals and values because they think the organization has a great deal of meaning to them, and also
“they have to” be because of the organization benefits as well as their necessity it would be costly to leave it. On
the other hand, women presented higher level of normative commitment which reveals that they are more loyal
to the organization than men because “they feel they have to” be with the organization (Meyer et al., 1993).
Furthermore, by reviewing previous reports, current research found that other personal characteristics have
different influences on organizational commitment. For instance, age (Mathieu & Zajac, 1990) and marital status
(John & Taylor, 1999) are positively related to organizational commitment. Meanwhile, the negative impact of
employees’ educational level (Glisson & Durick, 1988) on their organizational obligation is reported.

6. Conclusions and Recommendations for Future Research

The findings of this research provide valuable recommendations and implications for continued exploration of
employees’ obligation in private small and medium enterprises. There is a need to evaluate the gender
differences through small and medium enterprises in various types of industries, including technology-based,
human service, or non-profit organizations. Future studies can be done by larger sample size. For instance, it is
suggested that this research be replicated with collecting data from numerous small and medium enterprises. It
would be interesting to explore, if a larger sample size would conclude in significant differences from current
research.

Moreover scholars asserted that personal characteristics such as gender, age, and organizational tenure would
predict organizational commitment (Meyer & Allen, 1997). While this study is investigated gender differences,
future researches can examine other personal characteristics such as age and organizational tenure within
employees of private small and medium enterprises in private sector.
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Table 1. Organizational Commitment Multidimensional Terms

Source Terms used
Corley and Mauksch (1993) Professional, work, organizational and patient commitment
Etzioni (1961) Morally, calculatively and alienatively committed
Fields (2002) Affective, normative and continuance commitment
Finegan et al. (2001) Affective, normative and continuance commitment
Friss (1983) Attitude or belief, desire and effort
Laschinger et al. (2000) Affective, normative and continuance commitment
Manion (2004) Affective, normative and continuance commitment
McCloskey and McCain (1987) Behavior, attitude and effort
Meyer and Allen (1991) Affective, normative and continuance commitment

Mowday et al. (1982)

Behavior, attitude and effort

Mowday et al. (1979)

Behavior, attitude and effort

Penley and Gould (1988)

Morally, calculatively and alienatively committed

Potter et al. (1974)

Belief, effort and desire

Porter and Smith (un-publish data, The
University of California at Irvine, Irvine,
CA, USA)

Behavior, attitude and effort

Reichers (1985)

Identification of goals and commitment

Stinglhamber et al. (2002)

Affective, normative and continuance commitment;
organizational, occupational, work group and
supervisor/customer

Zangaro (2001)

Morally, calculatively and alienatively committed

Adopted from: Cheryl M. Wagner (2007) “Organizational commitment as a predictor variable in nursing

turnover research: literature review”
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Table 2. Measurement Items for Organizational Commitment

Organizational Statement
. Statement
Commitment No.
Affective
Commitment
I would be very happy to spend the rest of my carecer with this
1 organization.
2 I enjoy discussing my organization with people outside it.
3 I really feel as if this organization's problems are my own.
I think that I could easily become as attached to another organization as I
4 am to this one.
5 I do not feel like 'part of the family' at my organization.
6 I do not feel 'emotionally attached' to this organization.
7 This organization has a great deal of personal meaning to me.
8 I do not feel a strong sense of belonging to my organization.
Continuance
Commitment
I am not afraid of what might happen if I quit my job without having
9 another one lined up.
It would be very hard for me to leave my organization right now, even if I
10 wanted to.
Too much in my life would be disrupted if I decided I wanted to leave my
11 organization now.
12 It wouldn't be too costly for me to leave my organization now.
Right now, staying with my organization is a matter of necessity as much
13 as desire.
14 I feel that I have too few options to consider leaving this organization.
One of the few serious consequences of leaving this organization would be
15 the scarcity of available alternatives.
One of the major reasons I continue to work for this organization is that
leaving would require considerable personal sacrifice — another
16 organization may not match the overall benefits I have here.
Normative
Commitment
17 I think that people these days move from company to company too often.
I do not believe that a person must always be loyal to his or her
18 organization.
Jumping from organization to organization does not seem at all unethical
19 to me.
One of the major reasons I continue to work for this organization is that I
believe that loyalty is important and therefore feel a sense of moral
20 obligation to remain.
If I got another offer for a better job elsewhere I would not feel it was right
21 to leave my organization.
22 I was taught to believe in the value of remaining loyal to one organization.
Things were better in the days when people stayed with one organization
23 for most of their careers.
I do not think that wanting to be a 'company man' or 'company woman' is
24 sensible anymore.

Adopted from: Allen & Meyer (1990): “The measurement and antecedents of affective, continuance, and
normative commitment to the organization”
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Table 3. Reliability Statistics of the Research Constructs in the Questionnaires

Variables Cronbach Alpha
Affective Commitment 0.78
Continuance Commitment 0.75
Normative Commitment 0.72
Organizational commitment 0.77

Table 4. Mean and Standard Deviation for Organizational Commitment

Variables Sex Mean Std. Deviation
Affective Male 3.77 812
Commitment Female 3.54 .861
Continuance Male 3.74 791
Commitment Female 3.67 .647
Normative Male 3.26 .557
Commitment Female 3.57 573
Organizational Male 3.79 527
Commitment Female 3.63 523
Table 5. Levene’s Test (Test for Equality Variance)
Variables Sig.*
Affective Commitment 457
Continuance Commitment .067
Normative Commitment 912
Organizational Commitment 129
Note: * significant at p = 0.05 level
Table 6. Test for Equality on Means
Variables Sig. (2-tailed) *
Affective Commitment 147
Continuance Commitment .633
Normative Commitment .006*
Organizational Commitment .105
Note: * Significant at p = 0.05 level
Table 7. Ranks
Variable Sex N Mean Rank Sum of Ranks
Normative Male 54 47.76 2579.00
Commitment Female 54 61.24 3307.00
Total 108
Table 8. Summary of the Findings
Hypothesis Result
Hl Accept
H2 Accept
H3 Reject
H4 Accept
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