
PSYCHOLOGICAL SCALES scales.arabpsychology.com

ORGANIZATIONAL COMMITMENT

Authored by

mohammad looti

October 17, 2025

RECOMMENDED CITATION

mohammad looti (2025). ORGANIZATIONAL COMMITMENT. PSYCHOLOGICAL SCALES.

Retrieved from https://scales.arabpsychology.com/?p=47009

ARABPSYCHOLOGY.C
OM

https://scales.arabpsychology.com/?p=47009
https://scales.arabpsychology.com/?p=47009
https://scales.arabpsychology.com
https://scales.arabpsychology.com


ORGANIZATIONAL COMMITMENT 2

PSYCHOLOGICAL SCALES scales.arabpsychology.com

ORGANIZATIONAL COMMITMENT

Primary Disciplinary Field(s): Organizational Behavior, Industrial-Organizational Psychology,

Human Resource Management

1. Core Definition

Organizational commitment (OC) is a critical psychological state reflecting an employee's

attachment to, identification with, and involvement in their organization. At its core, it represents the

worker's resolve or desire to remain a contributing member of the establishment. This construct

goes beyond mere job satisfaction, encompassing a deeper, more enduring bond that influences

the employee's willingness to exert effort on behalf of the organization and their intention to stay

employed there long-term. Organizations generally expect a significant degree of organizational

commitment from their workforce, recognizing its powerful predictive link to positive organizational

outcomes, such as reduced turnover, increased productivity, and enhanced organizational

citizenship behaviors.

Modern definitions emphasize that OC is fundamentally multidimensional, meaning an individual

can be committed to an organization for a variety of disparate reasons. The original source

material correctly notes this complexity, characterizing commitment as having both an emotional

or moral component and a more prudential component. The emotional aspect relates to loyalty

and identification, while the prudential (or calculative) aspect involves evaluating the costs and

benefits associated with leaving the organization. Understanding these differing bases of

commitment is essential for managers attempting to foster a stable and dedicated workforce, as

strategies effective in cultivating emotional bonds may be entirely different from those required to

reduce the perceived costs of remaining.

2. Etymology and Historical Development

The systematic study of organizational commitment gained significant traction in the mid-20th

century, emerging as industrial psychology shifted focus from strictly individual performance

metrics to broader organizational attitudes and motivation. Early conceptualizations often treated

commitment as a monolithic, single construct. One of the foundational contributions came from

Howard Becker in 1960 with his side-bet theory, which posited that commitment develops as

individuals accumulate "side bets"--investments such as pension rights, seniority, specialized skills,

or interpersonal relationships--that would be lost if they chose to leave the organization. This early

perspective primarily focused on the calculative or prudential component of commitment.

By the 1970s, researchers like Porter, Steers, Mowday, and Boulian began to develop scales and

frameworks that recognized commitment's distinct affective nature. Their work defined
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organizational commitment as the relative strength of an individual's identification with and

involvement in a particular organization, characterized by a strong belief in and acceptance of the

organization's goals and values, a willingness to exert considerable effort on behalf of the

organization, and a strong desire to maintain membership. This shift broadened the scope to

include the moral and emotional dimensions.

The seminal breakthrough in defining OC came in the late 1980s and early 1990s with the

development of the Three-Component Model (TCM) by psychologists John P. Meyer and Natalie

J. Allen. The TCM synthesized previous disparate models into a comprehensive framework,

suggesting that commitment is not simply high or low, but rather composed of three distinct yet

interrelated mindsets. This model remains the dominant theoretical structure used today in both

research and practical human resource management applications globally.

3. Key Dimensions: The Three-Component Model (Meyer & Allen)

The Three-Component Model (TCM) organizes organizational commitment into three specific

psychological states, each driving an employee's decision to remain with the organization through

a different motivational lens. These components often operate simultaneously within an individual,

though their relative strengths can vary based on individual experience and organizational context.

The three dimensions are differentiated by the primary mechanism tying the employee to the

organization--desire, cost, or obligation. Understanding which component is dominant in a

workforce is crucial, as the quality of the commitment derived from affective desire is typically

associated with better outcomes than commitment driven solely by continuance cost.

Key Components of Organizational Commitment

Affective Commitment (AC): This dimension refers to the employee's emotional attachment to,

identification with, and involvement in the organization. Employees with high AC stay because they

want to. They genuinely believe in the organization's mission, feel a strong sense of belonging,

and enjoy their work environment and colleagues. This is closely related to the "emotional

component" described in general definitions of OC and is often the most desirable form of

commitment from an organizational standpoint, linked to high levels of performance and low

voluntary turnover.

Continuance Commitment (CC): This component relates to the perceived costs associated with

leaving the organization. Employees with high CC stay because they need to. These costs are

often financial (loss of salary, benefits, pensions) or involve opportunity costs (difficulty finding new

employment, loss of seniority, disruption to family or social networks). This dimension captures the

"prudential component" of commitment, derived from Becker's original side-bet theory, focusing on

the calculation of investment accrued in the current job versus the perceived risk and cost of
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transition.

Normative Commitment (NC): This dimension reflects a feeling of obligation to remain with the

organization. Employees with high NC stay because they feel they ought to. This sense of

obligation often stems from internalized organizational values, a feeling of indebtedness (e.g., the

organization paid for their training or education), or a moral belief that leaving would be wrong or

disloyal. It encompasses the "moral component" where societal or organizational norms dictate

loyalty and tenure.

4. Antecedents and Consequences

The development of strong organizational commitment is influenced by a wide array of factors,

ranging from individual psychological traits to broad organizational policies and culture. Key

antecedents include job characteristics, such as task identity and significance; perceptions of

organizational support, particularly fairness in policies and reward distribution (organizational

justice); and the quality of supervision and leadership. When employees feel their contributions

are valued, their roles are clear, and the leadership is trustworthy, affective commitment tends to

flourish. Conversely, perceptions of injustice or lack of support often primarily drive commitment

toward the continuance dimension, if employees stay at all.

The consequences of high organizational commitment are profoundly important for organizational

effectiveness and stability. The most direct and researched consequence is a significant reduction

in employee turnover and absenteeism, particularly when commitment is affective or normative.

Committed employees are less likely to search for alternative employment and are more resilient

during periods of organizational change or difficulty. Furthermore, committed individuals often

demonstrate higher levels of in-role performance and, crucially, exhibit increased organizational

citizenship behaviors (OCBs)--discretionary actions that benefit the organization but are not

formally rewarded, such as helping colleagues or volunteering for extra tasks.

However, the outcomes vary significantly depending on the nature of the commitment. Affective

commitment is consistently linked to positive outcomes (high performance, OCBs, low stress),

while high continuance commitment, when not paired with affective commitment, can result in

employees who are physically present but psychologically detached. These employees may meet

minimum requirements but lack motivation for discretionary effort, sometimes leading to higher

levels of stress and burnout because they feel trapped in their current role.

5. Application in Human Resource Management

Organizational commitment is a primary metric targeted by human resource management (HRM)

strategies aimed at talent retention and engagement. HRM professionals utilize the TCM

framework to diagnose the current state of commitment within the workforce and design targeted
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interventions. For instance, if data indicates low affective commitment, strategies focus on

enhancing job enrichment, improving supervisory relationships, promoting organizational justice,

and fostering a strong, inclusive organizational culture where employees feel valued and heard.

To manage continuance commitment strategically, organizations often design competitive benefits

packages, attractive pension schemes, and clear career path development opportunities that

increase the perceived value of remaining with the company. While increasing continuance

commitment can deter turnover, managers must balance this carefully, ensuring that employees do

not feel coercively bound to the organization, which can lead to psychological strain and

disengagement. Therefore, the most successful commitment strategies simultaneously work to

minimize the need for employees to rely on continuance commitment by maximizing their affective

commitment.

6. Debates and Criticisms

Despite the widespread acceptance of the Three-Component Model, organizational commitment

remains a subject of academic debate. One major criticism revolves around the conceptual and

empirical distinctiveness of the three components. While theoretically separate, researchers have

often found significant statistical overlap, particularly between affective and normative commitment,

raising questions about whether the TCM truly represents three independent psychological

constructs or variations of a single underlying commitment factor.

Another significant area of discussion involves the cultural universality of OC. Research suggests

that the antecedents and consequences of the components may vary considerably across different

national and organizational cultures. For example, in cultures that highly value collectivism and

duty (e.g., many East Asian societies), normative commitment might be a much stronger predictor

of retention than affective commitment, compared to individualistic Western societies. Furthermore,

researchers continue to explore the existence of other potential commitment foci, such as

commitment to one's team, supervisor, or career, suggesting that organizational commitment itself

may be too narrow a focus for a complete understanding of employee loyalty.
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