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Abstract

In this study, we examined the effect of employee commitment on
organizational performance. Employee commitment was conceptualized as a
three-dimensional construct comprising affective, continuance and normative
commitment. The study therefore examined the effect of each these
commitment components on organizational performance using data obtained
from 248 respondents drawn from a cement manufacturing company in
Nigeria. Data were collected via the use of questionnaires while hypotheses
were developed and tested using regression analysis. Findings indicate that
while affective and continuance commitment had a significant positive effect
on organizational performance, the effect of normative commitment on
organizational performance was not significant. Moreover, among these three
components of commitment, it was affective commitment that had the most
significant positive effect on organizational performance. The study therefore
concludes that while employee commitment can influence organizational
performance positively, it is the nature of commitment that matters. Given that
affective commitment contributes more to organizational performance, we
recommend that managers should create enabling work environments that will
engender the growth of affective commitment among employees.

Keywords: Employee Commitment, Affective, Continuance, Normative,
Organizational Performance, Nigeria

Introduction

The most vital resource any organization can boast of is the human
resource. It is the human resource that manages all other material resources;
money, materials and machines. Sabir, Majid, Nawal & Majid (2015) in their
opinion supported that human resources are one of the resources of an

78


http://dx.doi.org/10.19044/esj.2020.v16n22p78

organization that do not only enlarge the efficiency of the organization but
also act as a pure source of competitive advantage. Employees are the major
composition of the resources in any organization thus, having the potential to
ruin or make their unit succeed. Most organizations have realized that the
performance of their workers plays a vital role in determining the success of
the organization (Zheng, Sharan & Wei, 2010). As such, it is important for
employers and managers alike to know how to get the best out of their workers.
In today’s competitive business environment, human factors are very
significant for enterprises to gain sustainable competitive advantage (Kaplan
& Kaplan, 2018, Qaisar, Rehman & Suffyan, 2012). Committed employees
develop a bond with an organization, which creates better organizational
performance. If that emotional connection to their career, relationships with
other employees and the organization are present, they perform better and
serve the organization better (Andrew, 2017; Yildirim, Acar, Baykaktar &
Akova, 2015). This implies to an extent that the success of an organization is
a function of employee commitment. To get employees committed is therefore
fundamental to managers, but at the same time challenging as well.

Organizations value commitment among their employees because it is
typically assumed to reduce withdrawal behavior, such as lateness,
absenteeism and turnover (Irefin& Mechanic, 2014). Hence, there is no doubt
that these values appear to have potentially serious consequences for overall
organizational performance. Despite the consensus in acknowledging the
benefit of employee commitment to organizational performance, employee
commitment is not automatic. Hence, employee commitment has become one
of the most popular work attitudes studied by practitioners and researchers.
Akintayo (2010) and Tumwesigye (2010) noted that one of the reasons why
commitment has attracted research attention is that, organizations depend on
committed employees to create and maintain competitive advantage and
achieve superior performance.

Today’s competitive business environment has made it even more
pertinent for organizations to maintain a highly committed workforce. This is
because committed employees pull together in one direction to improve their
performance at both the individual and team levels (Andrew, 2017). Thus,
committed employees are capable of improving the fortunes of the
organization through their improved work behaviour. Nevertheless, much of
the research in this area has been conducted in developed countries, to the
neglect of developing countries (Udu & Ameh, 2016). To bridge this obvious
research gap, the present study seeks to examine the effect of organizational
commitment on organizational performance, with particular focus on a cement
manufacturing company in Nigeria.
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Employee Commitment

Employee commitment has been defined as the degree to which the
employee feels devoted to their organization (Akintayo, 2010). Moreover,
Ongori (2007) describes employee commitment as an affective response to the
whole organization and the degree of attachment or loyalty employees feel
towards the organization. Meyer and Herscovitch (2001) and Reetta (2018)
sees it as a psychological state that binds an employee to an organization
thereby reducing the problem of employee turnover and as a mind-set that
takes different forms and binds an individual to a course of action that is of
important to a particular target.

It is therefore, important to note that all these definitions take into
cognizance employees’ loyalty and affection. However, employees are
committed when they perceived fairness in their psychological contract.
Employee commitment is underpinned by social exchange theory, which
views the employment relationship as a process of resource exchange
governed by the norm of reciprocity (Shore & Wayne, 1993; Coyle-Shapiro,
Kessler, 2000), encompassing both ongoing conferment of benefits and
continual re-balancing of expectations and obligations. Perceptions of the
mutual obligations held by the employee and the employer may be the result
of formal contracts entailed in an employment relationship or implied by the
expectations which two parties hold of each other; the latter being captured in
the concept of psychological contract (Wang, Indridasson & Saunders, 2010).
Employees reciprocate their employer, based on the extent to which they
perceive obligations to them have been fulfilled (Coyle-Shapiro & Morrow,
2006). The more the employer fulfils obligations and meets expectations, the
more employees feel secure and satisfied, and consequently obligated to
reciprocate.

Indeed, employee commitment is a crucial factor in achieving
organizational success (Ogeniyi, Adeyemi & Olaoye, 2017; Nasiri, 2017).
Individuals with low levels of commitment will do only enough to work. They
do not put their hearts into the work and mission of the organization. They
seem to be more concerned with personal success than with the success of the
organization as a whole. People who are less committed are also more likely
to look at themselves as outsiders and not as long — term members of the
organization (Irefin & Mechanic, 2014; Zheng, Sharan & Wei, 2010). As such,
an attractive job offer elsewhere is very likely to result in their departure. In
contrast, employees with high commitment to an organization see themselves
as an integral part of the organization. Anything that threatens the organization
is an imminent danger to them as well. Such employees become creatively
involved in the organization’s mission and values, and constantly think about
ways to do their jobs better (Andrea, 2017. In essence, committed employees
work for the organization as if the organization belongs to them. Ajadi and
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Yussuf (2016) opined that committed employees are those who are morally
bounded and are not likely to terminate their appointment with the
organization prematurely.

Scholars have attempted the classification of commitment as a
unidimensional construct thereby treating it as such. Nevertheless, the idea
that commitment emanates from different mindsets has heightened the
popularity of a multidimensional view of organizational commitment (Meyer
& Allen, 1991). This study aligns itself with the latter view by treating
organizational commitment as a multidimensional construct (see Udu &
Ameh, 2016); Sabir, Majid, Nawal & Majid, 2015); Meyer & Allen, 1991,
1997 & 1993). Therefore, employee commitment dimensions considered in
this study include: affective, normative and continuance commitment.

Affective commitment measures employees’ emotional attachment
and participation in the organization. This means that employees love their
organization with all their heart. It shows the extent to which the individual
identifies with the organization in terms of identification, involvement and
emotional attachment. Normative commitment is a feeling of normal
obligation to an organization. Employees with high levels of normative
commitment feel that they are obliged to remain in the organization
(Radosavljevic, Cilerdzic & Dragic, 2017; Yildirim, Acar, Baykaktar&Akova,
2015, Umar, 2013). Wiener (1982) pointed out that this sense of obligation to
remain in the organization can be realized from the internalization of
normative pressures on the individual primarily to approach the organization
itself (family or cultural reasons) or from the organizational orientation when
influential individuals in the employee environment can exercise strong
pressure on the employee to feel a moral responsibility towards the
organization (Umoh, Amah & Wokocha, 2014). Lastly, continuance
commitment refers to the awareness of the costs associated with leaving the
organization. The potential costs of leaving the organization involve the threat
of wasting time and effort spent on the acquisition of non-communicable
skills, loss of attractive benefits, waiver of privilege that brings long years of
service, and the collapse of family and personal partnerships (Radosavljevic
et al, 2017). In addition to costs related to leaving the organization,
continuance commitment will also develop in the absence of alternative
employment opportunities.

It is worthy to note that key factors can influence an employee’s
commitment in an organization. These are fairness, trust, concern for
employees, affiliation, autonomy, wages and open communication (Kamau,
2015; Igella, 2014; Njenga, Kamau & Njenga, 2015; Nguyen & Nguyen,
2014; Coetzee, 2005 and Bragg, 2002). As noted earlier, employee
commitment is key to organizational performance. The key issue however is
which of the dimensions of commitment has the most significant effect on
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organizational performance. This is one of the issues the present research
seeks to unravel.

Organizational Performance

Organizational performance is the resultant effect of employee
commitment levels. The extent of organizational performance is largely
enhanced through committed employees. Organizational performance is the
essence of existence by which organizations are established. Organizational
performance is defined as the attained outcome of actions with the skills of
employees who perform in some situation (Prasetya & Kato, 2011).
Organizational performance is a mutual result of effort, ability, and perception
of tasks. Organizational performance can be measured using different
variables. In this study, we measure performance in term of profitability,
productivity, and market share. These measures are not only some of the most
popular measures of organizational performance in research, they align with
the nature of the organization under investigation.

Profitability entails the ability of an organization to have excess funds
after covering its operating expenses in a given period. According to Tulsian
(2014) the word profitability is composed of two words, namely, profit and
ability. Profit refers to the total income earned by the enterprise during the
specified period of time, while profitability refers to the operating efficiency
of the enterprise. Simply, it is the ability of the enterprise to make profit on
sales. It is the ability of the enterprise to get sufficient return on the capital and
employees used in the business operation.

Productivity is a relative concept and firm specific. It is the ratio of
input to output. Productivity is commonly defined as a ratio of a volume
measure of output to a volume measure of input use. While there is no
disagreement on this general notion, a look at the productivity literature and
its various applications reveals very quickly that there is neither a unique
purpose for, nor a single measure of productivity (Giovanni & Nezu, 2001).

Market share is also considered a measurement of organizational
performance in this study. O’Regan (2002) views market share as a company’s
sales in relation to total industry sales for a certain period. Market share is
usually used to express competitive position. It is also generally accepted that
increased market share can be equated with success whereas decreased market
share is a manifestation of unfavorable actions by firms and usually equated
with failure (Etale, Bingilar & Ifurueze, 2016).

Effects of Employee Commitment on Organizational Performance
Different scholars have examined the effects of employee commitment

on organization performance in different organizations. This also leads to

different views on the construct of employee commitment. Employee
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commitment according to Allen and Meyer (1984; 1990) is a tri-dimensional
construct which has three components; affective, continuance and normative
commitment. It is therefore on the premise that each of the components will
be discussed and examined in relation to its effect on organizational
performance.

Meyer and Allen (1984: p.375) defined affective commitment as
“positive feelings of identification with, attachment to and involvement in the
work organization”. This shows the extent to which the individual identifies
with the organization (identification, involvement, and emotional attachment).
Organizational members who are committed to an organization on the basis of
this commitment, continue working for the organization because they want to
(Meyer & Allen, 1991). Meyer and Allen (1997) indicated that affective
commitment is influenced by factors such as job challenge, role clarity, goal
clarity, and goal difficulty, receptiveness by management, peer cohesion,
equity, personal importance, feedback, participation, and dependability. As a
consequence of positive feelings perceived by the connection with the
organization, employees possessing high degrees of affective commitment
wish to remain at their organization (Newman & Sheikh, 2012). The high
levels of effort exerted by employees with high levels of affective commitment
would lead to higher levels of performance and effectiveness of both the
individual and the organizational levels (Sharma & Bajpai, 2010). This is
supported by Allen and Meyer (1990); Beck and Wilson (2000); Meyer and
Maltin (2010); Radosavljevic, Cilerdzic and Dragic (2017). It is against this
background that we hypothesize that:

Hoi: There will be a positive effect of affective commitment on
organizational performance.

The second component of the tri-dimensional construct is the
continuance commitment. Meyer and Allen (1997, p 11) defined continuance
commitment as ‘“awareness of the costs associated with leaving the
organization”. An individual calculates the costs associated with leaving his
organization and job amongst job scarcity and his family needs. Meyer and
Allen (1991, p. 67) further states that “employees whose primary link to the
organization is based on continuance commitment remain because they need
to do so” Organizational members remain in an organization because of the
gains and rewards for their efforts, and the perceived few chances of getting
new jobs (Bandula & Lakmini, 2016). When given better alternatives,
employees may leave the organization. This implies that individuals stay in
the organization, because they are lured by other accumulated investments
which they could lose such as pension plans, seniority or organization specific
skills. By that they put in their best to achieve those benefits. When employees
are mindful of the benefits of being in an organization, then they are
continually committed and became more involved in achieving the
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organizational missions and visions by improving their job performance
(Irefin & Mechanic, 2014). The cumulative improved in employee job
performance will in turn, result in increased organizational performance. This
view has been supported by Folorunso, Andewale and Abodunde (2014);
Ahmad, Javed and Hamad (2014); Khan, et al (2013). This leads to another
hypothesis thus:

Hoz: There will be a positive effect of continuance commitment on
organizational performance.

The third form of commitment among the three dimensions of
employee commitment is normative commitment. Meyer and Allen (1997, p
11) defined normative commitment as “a feeling of obligation to continue
employment”. In this type of commitment, employees feel they ought or
should remain in an organization and that it is the right thing to do. The
normatively committed employee considers it morally right to stay in the
organization, regardless of how much status, enhancement or satisfaction the
organization gives him or her over the years. The strength of normative
organizational commitment is influenced by accepted rules about reciprocal
obligation between the organization and its members (Suliman & lles, 2000).
This type of commitment is hinged on the social exchange theory, which the
individual feels that it is normal to repay the organization. The social exchange
theory suggests that a person receiving a benefit is under a strong normative
obligation or rule to repay the benefit in some way. Where there is a high level
of employee commitment, there will be low turnover and that employee will
perform better with less absenteeism (Bandula & Lakmini, 2016).

The commitment of an individual under this component of
commitment depends largely on the organization. This is because the
individual tries to reciprocate any organizational behavior towards him,
whether good or bad. The basis of this type of commitment is the benefits
accomplished by the employees from the organization and his feeling of
indebtedness, gratitude and respect to the organization in return for the
reciprocal good relations that he/she developed with the organization (Bakhit
& Mohamad, 2017). Employees who have high level of normative
commitment feel that they should remain in the organization and work
tirelessly to achieving organizational goals. This view has been supported by
Kaplan and Kaplan (2018); Udu and Ameh (2016); Irefin and Mechanic
(2014). This leads to the hypothesis thus:

Hos: There will be a positive effect of normative commitment on
organizational performance.
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Methodology
Participants

The participants of this study are comprised of employees drawn from
a cement manufacturing company in Nigeria. The participants were
approached during breaks at their work stations after we obtained access from
the company to conduct the research using their company. In order to maintain
high ethical standards, the participants voluntarily accepted to participate in
the study while retaining the right to opt out at any point in the course of the
study.

Data were collected through the administration of self-completion
questionnaire on the participants in the company by the researchers. The
questionnaire sought information on the demographic data of respondents and
also requesting them to provide responses to issues as it relates to the research.
Respondents were required to tick a response from each statement as was
applicable to them. A period of one week was given to enable respondents
complete the questionnaires upon which the researchers returned to collect
completed questionnaires. Out of 300 questionnaires administered, 248
questionnaires were completed and returned which represents a response rate
of 82.7%. Considering the challenges of conducting research in a developing
country such as Nigeria, this high response rate is encouraging and will
enhance the robustness of the data and findings of the research.

Measures

The measures for this research study were employee commitment and
organizational performance. A short version of employee commitment
questionnaire developed by Allen, Meyer and Smith (1993) was adapted to
measure commitment of employees. This questionnaire has 6 items each
measuring affective, continuance and normative commitment. The responses
to the questionnaire ranged from strongly disagree to strongly agree. To
measure organizational performance, the researchers developed a
questionnaire to measure performance indicators of profitability, productivity
and market share. The scale also ranged from strongly disagree to strongly
agree from which respondents were expected to tick.

Data Analysis and Results
We present the analysis of data and results obtained below.
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Table 1: Characteristics of the Sample

Frequencies Percentage (%0)
Age
18-25yrs 58 23.4
26-35yrs 73 29.4
35-45yrs 65 26.2
46yrs and above 52 21.0
Total 248 100.0
Gender
Female 65 26.2
Male 183 73.8
Total 248 100.0
Educational Background
SSCE/GCE 51 20.6
Diploma/NCE 86 34.7
BSc/HND 82 33.0
Postgraduate 29 11.7
Total 248 100.0
Experience

1-5yrs 87 35.1
6-10yrs 58 23.4
11-15yrs 46 18.5
16-20yrs 33 13.3

Above 20 yrs 24 9.7
Total 248 100.0

The table above indicates that 58 respondents 23.4% were between the
ages of 18-25 years, 73 respondents representing 29.4% falls between the ages
of 26-35 years, 65 respondents representing 26.2% were between the ages of
35-45 years while 52 respondents representing 21.0% were above 45 years
old. Also, analyzing the gender of respondents, the table further reveals that
65 respondents representing 26.2% were male while 183 respondents
representing 73.8% were female employees. More so, the above table the
statics for educational background of respondents, the reveals that 51
respondents representing 20.6% were SSCE/GCE holders, 86 respondents
representing 34.7% were Diploma/NCE holders, 82 respondents representing
33.0% were B.SC /HND holders and 29 respondents representing 11.7 % had
postgraduate qualifications.

Finally, the table shows that 87 respondents representing 35.1% have
worked between 1-5 years, 58 respondents representing 23.4% have worked
between 5-10 years, and 46 respondents representing 18.5% have worked
between 11-15 years. Moreover, 33 respondents representing 13.3% have
worked between 16-20 years while 24 respondents representing 9.7% have
worked above 20 years.
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Regression Results of the Estimated Model Summary
This section presents the results produced by the model summary for further
analysis.

Table 2: Model Summary for all variables

Model ] R R Adjusted | Std. Error Change Statistics Durbin-
Square | R Square of the R Square F dfL df2 Sig. F Watson

Estimate | Change [Change Change
1 '516a .267 .257| 8.26596 .267| 28.107 3 232 .000 1.494

a. Predictors: (Constant), Affective Commitment, Continuance Commitment, Normative Commitment

b. Dependent Variable: Performance
Source: Researcher’s Computation using SPSS Version, 20

Table 2 presents the result between employee commitment and the
performance of employees. From the model summary table above, the
following information can be distilled. The R value of 0.516 shows that, there
is a strong relationship between employee commitment and the organizational
performance, however, the R? stood at 0.267.The R? otherwise known as the
coefficient of determination shows the percentage of the total variation of the
dependent variable performance that can be explained by the independent or
explanatory variables (Normative Commitment, Affective Commitment,
Continuance Commitment).Thus the R? value of 0.267 indicates that 26.7%
of the variation in organizational performance can be explained by a variation
in the independent variables (affective commitment, continuance commitment
and normative commitment) while the remaining 73.3% (i.e. 100-R?) could be
accounted by other variables not included in this model.

The adjusted R? of 25.7% indicates that if the entire population is
considered for this study, this result will deviate from it by only 1.0% (i.e.26.7
— 25.7). This result shows that organizational performance is very responsive
to employee commitment surrogated by affective commitment, continuance
commitment and normative commitment.

The table further shows an F-statistics of 28.107 which indicates that
the set of independent variables were as a whole contributing to the variance
in the dependent variable and that there exist a statistically significant
relationship at 0.000 (0%) between organizational performance and the set of
predictor variables (affective commitment, continuance commitment and
normative commitment) indicating that the overall equation is significant at
0% which is below 5% level of significance. The results of the model summary
revealed that, other factors other than employee commitment also contribute
high to the variation in organizational performance.
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Regression Coefficient Results

Regression analysis is the main tool used for data analysis in this study.
Regression analysis shows how one variable relates with another. The result
of the regression coefficients is here by presented in this section.

Table 3: Coefficients?

Model Unstandardized Standardized t Sig. Collinearity
Coefficients Coefficients Statistics
B Std. Error Beta Tolerance | VIF
(Constant) 35.303 3.087 11.435 .000
Affective Commitment 746 .130 .380 5.747 .000 721 1.387
Continuance Commitment .611 112 319 5.467 .000 931 1.075
Normative Commitment .019 118 .011 .159 .873 .679 1.474

a. Dependent Variable: Organizational Performance
Source: Researcher’s Computation using SPSS, Version 20

The regression result as presented in table 3 above to determine the
effect of employee commitment variables and organizational performance.
The table shows that when employee commitments are not factors to be
considered; the performance variables is are estimated at 35.303. This simply
implies that when all variables are held constant, there will be a significant
increase in organizational performance up to the tune of 35.303 units
occasioned by factors not incorporated in this study.

However, the independent variables (affective commitment,
continuance commitment and normative commitment) reflect a beta
coefficient of 0.380, 0.319 and 0.011 respectively. This thus indicates that a
unit change in affective commitment will lead to a significant increase in
performance by 0.380. Similarly a unit change in continuance commitment
will lead to a significant increase in performance by 0.319 units. More so, a
unit increase in normative commitment will lead to a significant increase in
performance by 0.011 units.

It therefore follows from the analysis that affective commitment has
been found to have the highest significant positive impact on organizational
performance followed by continuance commitment. This means that we accept
our first and second hypotheses relating to affective and continuance
commitment respectively. Although the effect of normative commitment on
organizational performance was positive, the result was insignificant meaning
that the third hypothesis is rejected.

Discussion and Conclusion

This study examined the effect of employee commitment (affective
commitment, continuance and normative commitment) on organizational
performance in a cement manufacturing company in Nigeria. This study
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succeeds previous studies like Andrew (2017); Tolera (2017); Sabir, Majid,
Nawal and Majid (2015) Irefin and Mechanic (2014); Qaisar,Rehman and
Suffyan (2012) and several other studies.

In the test of hypothesis one, the standardized beta coefficients at 5%
level of significance was applied to establish whether employees’ affective
commitment has a significant effect on organizational performance. Data
analysis revealed a standardized beta coefficient of 0.380 with a significant
value of 0.000, which is less than the level of significant at 0.05. This indicates
that affective commitment contributes positively and significantly to
organizational performance. This finding implies that employees’ affective
commitment is one of the factors that greatly influence the performance of an
organization. Therefore, organizations should create a conducive work
environment that will improve the affective commitment of employees as this
has the potential to improve the performance of organizations. This finding is
in line with the findings of many previous studies that have examined the
effect of affective commitment on organizational performance.

More so, the result obtained from testing hypothesis two after applying
the standardized beta coefficients at 5% level of significance to determine
whether employees’ continuance commitment has a positive effect on
organizational performance shows that employees’ continuance commitment
has a significant effect on organizational performance. The standardized beta
coefficient is 0.319 with a significant value of 0.000, which is less than the
level of significance at 0.05. This finding is in line with results from previous
studies that have found a positive effect of continuance commitment on
organizational performance (Andrew, 2017; Tolera, 2017). However the
finding defies the submission of Kaplan and Kaplan (2018) who found a non-
significant effect of continuance commitment on performance.

Finally, the result obtained from testing hypothesis three after applying
the standardized beta coefficients at 5% level of significance to determine
whether employees’ normative commitment has a positive effect on
organizational performance shows that employees’ normative commitment
does not have any significant impact on organizational performance. The
standardized beta coefficient is 0.011 with a significant value of 0.873 which
is greater than the level of significance at 0.05. This implies that employees’
normative commitment is not a factor to be considered in the organization
since it does not improve organizational performance. This agrees with the
findings of Tutei, Geoffrey and Jared (2017) who established that there was a
weak negative relationship between normative commitments and
organizational performance.

Based on the foregoing, we therefore, assert that highly committed
employees contribute greatly to organizational performance. Nevertheless, the
nature of organizational commitment matters since both affective and
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continuance commitment have been found to positively affect organizational
performance. Conversely, normative commitment does not significantly affect
organizational performance. Given that among the three components of
commitment, affective commitment has the most effect on organizational
performance, it is therefore pertinent that managers of organizations should
concentrate on creating work environments that will boost the affective
commitment of employees as this will enable them work towards the
attainment of organizational goals and objectives, thereby improving the
overall performance of the organization.

This study therefore concludes that the effect of employee
commitment on organizational performance depends on the nature of the
commitment. Future researchers can extend this line of research by examining
the effect of employee commitment on other variables such as job
performance, actual turnover, and turnover intentions.
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