Chapter 3-Organizational Commitment

What is it?
· An employees desire to remain a member of the organization. 

Why does it matter?
· Influences whether an employee stays at the organization (is retained) or leaves to pursue another job (turns over)
· $$$

What happens if commitment is low?
· Employees engage in withdrawal behavior:
· Avoid the work situation
· May eventually leave

Factors that foster commitment

Affective	Continuance 		Normative 
· Like co-workers 
· Benefits 
· Job satisfaction
· Salary
· Feel guilty about leaving (supervisor has been good to you)
· Promotion
· Location
· Like the hours
· Like the flexibility 
· Seniority 
· Don’t want to move
· Fit in; like the culture
· CSR 
· Like what the company is doing and stands for


Affective Commitment: an emotional attachment to, and involvement with, that organization (emotion-based) the feeling that you want to stay. 

Continuance Commitment: an awareness of the costs associated with leaving it (cost-based) the feeling that you need to stay.

Normative Commitment: a feeling of obligation (obligation-based) the feeling that you ought to stay. 

Focus of commitment
The people, places and things that inspire you to stay at the company. 

Affective Commitment
· Identify the organization 
· Accept the organization’s goals and values 
· She’s committed
· He’s loyal 

Why do we want to encourage it?
· More emotionally attached
· More willing to exert extra effort 
· More citizenship behaviors 
· Interpersonal and organizational 

How do we encourage affective commitment? 

The Erosion model- employees with fewer bonds will be most likely to quit the organization. 

The Social influence model- employees who have direct linkages with “leavers” will be more likely to leave. 

Continuance commitment
Costs to leave/benefit to stay

Increases by:
· Total amount of investment made by employee 
· Lack of employment alternatives

Do we want to increase continuance commitment?

Yes, but need to be aware that…
· Tends to create a more passive form of loyalty 
· Negligible or negative relationship with work outcomes, expect turnover 
· Sometimes staying because they have to!

How to increase continuance commitment?
· Increase affective commitment and embeddedness.

Embeddedness
· A persons links to the organization and the community
· His/her sense of fit
· And what he would have to sacrifice for a job change




Strengthens continuance commitment 
· Provides more reasons to stay 
· And more sources of anxiety upon leaving 
· (e.g. Oil companies – Fort McMurray)

Normative Commitment 
Staying is the “right” or “moral” thing to do 
Could be from: 
· Personal work philosophies 
· Organizational socialization

Do we want to increase normative commitment?
· Yes
· Reduction in turnover

How to increase normative commitment? 
· Invest in the employee! Organizational support (e.g. training and development- pay tuition, support language skill development)

Why do we care about commitment?
· Up to 2/3 Canadians are willing to voluntarily switch jobs
· More of a risk to companies on a competitive market 
· Particularly certain skills 
· Want to discourage employee withdrawal. 

Reacting to negative events at work

Voice: an active, constructive response in which individual’s attempt to improve the situation. 

Loyalty: a passive, constructive response that maintains public support for the situation while the individual privately hopes for improvement. 

Withdrawal
Exit: active, destructive. Physical withdrawal 

Neglect: passive, destructive. Psychological withdrawal 

Psychological and Physical Withdrawal 
Psychological is neglect and physical is exit

Psychological withdrawal consists of actions that provide mental escape from the work environment. 
· When an employee is engaging in psychological withdrawal, “the lights are on, but no one is home.” 

Physical withdrawal consists of actions where the employee will physically stop doing the work. 


Perceived Organizational Support: the degree to which employees believe that the organization values their contributions and care about their well-being. 

Chapter 4

Job Satisfaction is a pleasurable emotional state resulting from the appraisal of one’s job or job experiences. 
· It represents how you feel about your job and what you think about your job.
· Are Canadians satisfied? 
· Yes, 81% of Canadians are. 

Employees are satisfied when their job provides the things that they value. 

What do you value? 
· Flexibility, purpose, salary, ability to grow in the company, the job itself, environment, co-workers. 

Value-Percept Theory 
· Job satisfaction depends on whether you perceive that your job supplies the things that you value. 
· Dissatisfaction= (Vwant * Vhave)(Vimportance) 
· People evaluate job satisfaction according to specific “facets” of the job. 
· Eg. Pay ($50,000-$40,000) X importance 
· Pay Satisfaction
· Is it as much as you deserve? 
· Is it adequate? 
· What is special about pay, more than anything else? 
· We compare ourselves to others.
· We expect equity! 
· Promotion satisfaction 
· Are promotion policies fair? 
· Are they implemented fairly?
· Based on ability? 
· Supervision satisfaction
· Is the boss competent, polite?
· Can they help me attain the things I value? 
· Are they generally likeable? 
· Coworker 
· Can they help me do my job? 
· Do I enjoy being around them? 

· Satisfaction of doing the work itself
· Are the tasks challenging, interesting? 
· Do they make use of key skills? 

Critical Psychological States
1. Meaningfulness of work
· Degree of which work tasks are viewed as meaningful- something that “counts”
2. Responsibility for Outcomes:
· Degree to which employees feel that they are key drivers of work quality. 
3. Knowledge of Results:
· The extent to which employees know how they are doing. 


Job Characteristics Theory 
VISAF – Variety, Identity, Significance, Autonomy, Feedback

Variety
· Involves a number of different activities; uses different skills and talents. 

Identity
· Completing a whole piece of work from beginning to end with visible outcome.

Significance
· Impact on the lives of other people.

Autonomy
· Provides independence and discretion to the individual doing the work.

Feedback
· Feedback from the job itself about how well the worker is performing. 

OVERALL the job characteristics are moderately to strongly related to work satisfaction 

Do all employees want more variety, autonomy, ect? 
Not necessarily! Depends upon: 
Knowledge  and skill 
Growth need strength 
Captures whether employees have strong needs for personal accomplishments or development. 

Job characteristics moderators
Both of these increase the strength of the relationships within the model. 

Job enrichment
· Duties and responsibilities are expanded.
· Provide more variety, identity, and autonomy.
· Enrichment can:
· Boost job satisfaction levels
· Heighten work accuracy and customer satisfaction 
· Training and labour costs tend to rise as a result of such changes. 
Moods and Emotions 
· Job satisfaction reflects what you think and feel about your job 
· Rational 
· Emotional
· A satisfied employee feels good about his/her job on average. 
· Emotion  
· Feelings that are often intense, last for only a few minutes, and are directed at (and caused by) someone or some circumstance. 
· I’m feeling angry at my boss
· Emotions are always about something 
· Moods
· Moods are states of feeling, often bold in intensity, that last for an extended period of time.
· Not explicitly directed at or caused by anyone. 
· “I’m feeling grouchy” , I feel good. 
· Emotional Labour 
· Is the need to manage emotions to complete job duties successfully. 

· Emotional Contagion 
· Shows that one person can “catch” or “be infected by” the emotions of another person. 
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