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Introduction 

Commitment means 
 Active involvement, loyalty and feelings of 

obligation.  
 The state of close connection of employees 

and sub-organizations. Close psychological 
links of employee to the organization 

 Identity, belonging and a dedicated attitude of 
the staff. 



Three main contents of  Commitment 
according to Mowday 

    (i), the sense of identity, as individuals strongly 
believe and accept organizational goals and 
values; 

    (ii), the will of effectiveness, i.e. the intention to 
be involved in organizing; 

    (iii), smaller turnover intention, man has a 
strong need to stay a member in the 
organization.  
 

        Richard T. Mowday/Lyman W. Porter/Richard M. Steers, Organizational Linkages: The Psychology of Commitment, 
Absenteeism, and Turnover, San Diego, CA: Academic Press, 1982, p. 27. 



Three types of  Commitment according to 
Allen & Meyer  
 
  
 “Affective Commitment”, 
  “Normative Commitment” , 
  “Continuous Commitment” .   

 
 
         Meyer/Natalie J. Allen, Commitment in the Workplace: Theory, Research and Application, Thousand Oaks, CA: 

Sage, 1997, p. 11. 
 



“Affective Commitment” refers to 
 
 the feeling of liking, the sense of identity to the 

organization, and their involvement.  
 Employees do things because they want them to 

be done 
 
        Meyer & Allen, 1997 

 
 

 
 



"Normative Commitment" reflects  
 
  the individual consciousness of duty in the 

moral sense.  
 Members are loyal because they feel that they 

should be so. 
 

        Meyer & Allen, 1997 

 
 



"Continuous Commitment" emerges 
because of  

 
 the cost that the members need to weigh if they 

leave the organization.  
 Members stay in the organization because there 

is a need or they are obliged. 
 

        Meyer & Allen, 1997 



 "Continuous Commitment" emerges in two 
types:  

 
 a measure of gain and loss (Calculated 

Commitment) and  
 of being caught in the loyalty trap (Captive 

Commitment). 
 
    Gustafsson, Johnson & Roos, 2005; Melchior David Bryant, Commitment in Kundenbeziehungen: Eine 

multipartiale Messung und Analyse von Determinanten und Erfolgswirkungen, Wiesbaden: Gabler, 2010, S. 82. 



Commitment 
             
            Affective Commitment 
            Normative Commitment 
            Continuous Commitment 
                    Calculated Commitment 
                    Captive Commitment 
 
        based on Meyer & Allen, 1997 

 



Associated theories of  various types of  commitment 
 
 Affective Commitment with the "social identity" 

theory,     
 Normative Commitment with the "reciprocity” 

theory;  
 Calculated Commitment  with the "side bet” 

theory;  
 Captive Commitment with the "social interaction" 

theory.  
 
        Melchior David Bryant, Commitment in Kundenbeziehungen: Eine multipartiale Messung und Analyse von 

Determinanten und Erfolgswirkungen, Wiesbaden: Gabler, 2010, S. 29 

 
 



      
 

 the vertical hierarchy based on command and 
obedience relates to the Continuous 
Commitment;  

 horizontal which is geared to reciprocal altruism 
corresponds to Affective Commitment and  

 the atomistic institutions, i.e. the flat organization 
relates Normative Commitment. 

    Blackmore, 2000; Blum and Dudley, 1996, 200; Blum, Dudley, Leibbrand and Weiske, 2005  

 



Which type of  commitment is beneficial to the 
organization development? 
 Affective Commitment of the staff is positively 

correlated with their social identity and sense of 
belonging to the organization.  

 This results in a strong job satisfaction, a 
willingness for hard work and the acceptance of 
work stress.  

 As a result, the staff have more OCB 
("Organizational Citizenship Behavior”). 

 

    Therefore, Affective  Commitment  is beneficial to the 
organizational development. 



OCB (Organizational Citizenship Behavior) 
 helpfulness, namely the voluntarily providing of work-

related help; 
 seriousness, which goes beyond the normal 

requirements, a sense of responsibility, careful working; 
 non complexity, willing to accept temporary discomfort 

without complaining, and openness to change.  
 taking over personal initiatives result in the taking over of 

responsibilities to participate in the organization of public 
affairs and to promote the development of general 
interest of organization etc.  

         
        Thomas Staufenbiel/Christopher Hartz, „Organizational Citizenship Behavior: Entwicklung und erste Validierung 

eines Messintruments“, Diagnostica, 46, 2000, S. 73-83. 



 Normative Commitment is also conductive 
to the organization. 

while 
 Continuous Commitment will not 

necessarily bring about job satisfaction 
directly, could not certainly make 
employee feel the joy and satisfaction. 



Effect of  cultural factors on organizational commitment 

 Individuals in collectivistic societies need a 
more intensive identity and belonging sense with 
respect to their organization than individuals in 
individualistic societies.  

 Therefore, collectivist tendencies have an impact 
on the sense of belonging, and furthermore on 
Affective Commitment which is complementary 
to the belonging sphere. 

 



Effect of  cultural factors on organizational commitment 

However, 

Donna M. Randall (1993) has proposed one 
hypothesis that Affective Commitment in 
collectivistic environments could be lower than in 
the individualistic culture.  Affective Commitment 
could be preferred in individualistic environment 
because of higher level of free behavior of the 
people. Once this connection becomes true, then it 
will be more in line with the people's own will.  
    Donna M. Randall, “Cross-cultural research on organizational commitment: a review and application of Hofstede’s 
value survey module”, Journal of Business Research, 26, 1993, pp. 91-110. 

 
 



Effect of  cultural factors on organizational commitment 
 
 
 In a culture with large power distance, the 

employee on one hand tends to fear power, has 
obedience to authority, the other hand is keen to 
have power, hope to get the chance of 
promotion.  

 
 Therefore, praise from boss and promotion 

possibilities will affect the loyalty of people. 



Effect of  cultural factors on organizational commitment 

 
 When people tend to avoid uncertainty as they 

fear change and risk, they have to maintain the 
organization commitment. This loyalty is 
maintained because of helplessness and 
therefore belongs to the Continuous 
Commitment. 



Effect of  cultural factors on organizational commitment 

 Long-term orientation and short-term 
orientation are mainly embodied in the concept 
of interaction and behavior of people.  

     
    And reciprocity plays, in addition to the direct 

effects on Normative Commitment, at least to a 
certain extent a role in the staff's sense of 
belonging, and then in affecting Affective 
Commitment.  



Effect of  Chinese and German culture 
On Affective Commitment    
 In Chinese culture, collectivism is ingrained 

in the tradition. There is consistent emotional 
need of individual sense of belonging to the 
team and collectives. That is to say, seen 
from the cultural roots, Chinese staffs have 
likely stronger sense of belonging than 
German employees. 



   Chinese employees with more power distance 
could fear their superiors more than German 
employees.  

 The praise of the superiors and the possibility of 
promotion may play a greater role by Chinese 
employees.  

 Employees are likely more loyal to supervisor 
than to the institution or to co-workers.  

 In addition, in some cases, employees have 
stronger feelings to the animated superior 
people beyond the feelings to the abstract 
institutions. 



Effect of  Chinese and German culture 

On Normative Commitment 
 Reciprocity-in Chinese “报”“Bao” means 

"return", "replay", "gratitude", "karma", "revenge", 
"retribution, or "compensation" etc. 

  “loyalty” is often used by a single word 忠
“Zhong”, while the “Zhong” and 义"Yi" are often 
used together, and "Yi" has the meaning of 
“obligation” and “righteousness”.  

 We may assume that, loyalty could come from 
obligation or righteousness; and obligation 
comes partly from loyalty.   



Effect of  Chinese and German culture 

On Continuous Commitment 
 For example, from the cultural dimension 

avoidance of uncertainties, the German staff 
may tend to avoid uncertainties more than the 
Chinese employees (Hofstede, 2011).  

 Therefore, we could infer that, under the same 
conditions, the German employees were more 
likely to choose to remain in the original work 
place because of avoidance of the risk by 
changing jobs. 



 In collectivistic societies, there is the possibility 
that a person will sacrifice the large part of their 
own interests for the collectives. An individual 
person might reluctantly stay in the current work 
place that he doesn’t like because of the 
economic interests of the family as a small 
collective. 



Epiloque 

 Effects of culture factors involved in this article 
on various types of commitment are not 
absolute, not completely separated, but relative, 
mutually blended. Their effect  is multi-
directional and multi-dimensional. 



 I would suggest that the manager pays more 
attention to the cultural factors, cultivate 
Affective Commitment of employees as much 
as possible, and also appreciate the 
Normative Commitment with an attitude of 
thanks.  

 



:   

 Some empirical studies and more specific 
measures need to be further explored. 



 It would be also worth of researching cultural 
influence on tradition in organization forms of 
companies, such as vertical, horizontal and 
atomistic structures (Blum, Dudley, Leibbrand 
and Weiske, 2005) in China and in Germany, 
which could also  somehow be related with 
different types of commitment.  
 
 
 

        Blum, Ulrich, Leonard Dudley,  F. Leibbrand and A. Weiske (2005), Angewandte Institutionenokonomik: Theorien, 
Modelle, Evidenz. Wiesbaden: Gabler. 

 
 
 
 



Thank you very much  
for  

your kind attention! 
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