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Abstract 

Organizational commitment has been in researchers’ focus for a long period and it is very important for 
organizational practice. The aim of this study is to investigate the role of situational and personal factors in 
organizational commitment. 531 job applicants completed the Blau and a demographic questionnaire from 
different Romanian and Hungarian organizations. The study sample included employees and leaders as well. 
Differentiated effect and relations, professional and organizational commitment, job involvement and work value 
were investigated. Results indicate significant differences in level of organizational and occupational 
commitment based on participants’ educational level. Moreover, the status in organization had significant effect 
on all four commitment dimensions. The cultural effect was not demonstrated. Findings can be useful in practice 
to keep up proper labor.  
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Introduction 

Organizational commitment plays an important role in achieving organizational goals. This is a complex construct containing 
emotional, behavioral and cultural aspects. 

Commitment is a psychological state that characterizes the relationship of the worker with the organization. Within the 
commitment, we can distinguish between emotional and behavioral attitudes. At the emotional attitude side, focus is on the 
relationship between the individual and the organization, while the behavioral side means action intent or activity (Meyer et 
al. (2002). Commitment to the organization may be strong or weak. Strong level of it is the most advantageous thing, as 
this means that a worker is happy with his work, loves it, and does not intend to quit. Workers who have a high organizational 
affectionate commitment are emotionally attached to the organization so they have a desire to make a significant 
contribution to reach the organization's goals. Such individuals have no turnover intentions, work harder, and their overall 
performance is much better than their low-committed colleagues’. Low level of engagement is against organizational goals 
(Fornes et al, 2008). 

Occupational and organizational commitment are two distinct constructs, but interrelated. Both are positively related to 
organizational retention (Mathieu and Zajac 1990). An increasing number of studies are concerned on correlates of 
occupational and organizational commitment, personal factors (e.g. age, gender, and study level), situational factors (e.g. 
organizational size, ownership) and job related factors. (Eisenberger, Huntington, Hutchison and Sowa, 1986, Aven, Parker, 
McEvoy, 1993, Cohen, 1993, Lee et al., 2000, Riketta, 2002,).  

Among personal factors age is positively related to occupational commitment, but it has no significant effect on 
organizational commitment. This finding was outlined in two meta-analyses as well (Mathieu and Zajac 1990, Lee et al. 
2000). According to Mathieu and Zajac (1990), age is poorly associated with emotional commitment. Results are 
contradictory for continuous commitment.  

Many studies investigated gender differences e.g. the study of Major et al. (2012), where women reported lower 
occupational commitment than men.  

Another factor which can contribute to commitment is education level. Graduation negatively correlates with commitment. 
If an individual feels that his/her skills and qualifications are not recompensed by the organization, they will not be committed 
to their organization (e.g. González et al., 2016) 

McKinnon et al. (2003) show, that workplace culture also plays an important role in engagement. They found that human-
centered leadership has a direct consequence on the commitment of the staff. Based on the theory of situational leadership, 
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different management style is desirable under different conditions, in this context we can say that there is no leadership 
style that has a clear consequence on commitment. For fast-running organizational development strategies, it is desirable 
to have autocratic style; in other cases, it may be more successful to enhance engagement by driving Laissez-faire, for 
example in sectors such as education. Here, this leadership style provides free development of high-skilled workers in their 
work. 

An examination about influential factors of organizational engagement dealt with the size, structure and centralization of 
the organization. It has a negative impact on engagement where job roles and tasks are not well defined (Jaros et al., 
1993). The other direction of the research investigated the significance and role of leadership style for engagement. The 
leadership initiative, open communication and attention to colleagues, positively correlate with engagement. In addition, 
they were looking at the fairness of the orderly justice, how fair their decision-making process was. DeConinck and Stilwell 
(2004). It was assumed that the degree of organizational commitment was a direct predictor of the intention to change jobs. 
It was demonstrated that the perception of organizational justice, roles in the workplace - role recognition, role conflicts, 
satisfaction with earnings and satisfaction with control are directly related to organizational commitment. 

Kuvaas (2003) investigated the effect of ownership on performance in the case of profit-oriented companies. He found that 
change in ownership patterns could be a motivating force for better performance. In the review of the author, the employees 
received a full-time benefit-based bonus for a year after the company's shares. This kind of financial participation has led 
to more favorable employee attitudes and behaviors without causing a lot of problems. The fact of ownership thus 
strengthens the commitment of the employees to the organization by creating a common interest between the worker and 
the owner.  

In this study, the aim is to analyse how personal (age, gender, education level), organizational (organization size) and job 
(status) characteristics contribute for commitment. 

Methods 

Participants 

A total of N=531 participants were recruited for this study, mainly from two European countries, N= 106 from Romania, N= 
420 Hungary and N=5 mentioned other countries. Ages ranged from 20 to 67 with a mean age of 39.03 years (SD = 10.77) 
on the whole sample. Distribution by gender was not equal, our sample included 325 females (61.20%) and 206 males 
(38.80%). The other main descriptive statistics of the participants are shown in Table 1.  

Instruments 

Demographic questionnaire was completed covering different socio-demographical elements and job related data: age, 
gender, education level, country, status and organization size. In order to assess participants’ commitment level the Blau 
(1985) questionnaire was used. In addition to the organizational commitment (OC) this instrument measures three other 
related factors: occupational commitment (OcC), work value (WV) and job involvement (JI). Response options ranged from 
1 (strongly disagree) to 6 (strongly agree).  

Procedure 

The participants were asked to complete the two questionnaires mentioned in instruments section. Data in this study were 
collected individually and for analysis IBM SPSS Statistics (20.0) was applied. Descriptive statistics, regression analysis 
and Anova were used for testing our goals. Significance level was set at p ≤ .05. 

Table 1 Descriptive statistics of the participants 

 

Results 
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Personal characteristics, organizational and occupational commitment 

Based on previous research, firstly the relation between two types of commitment using Pearson product-moment 
correlation was tested. The correlation coefficient (r(529)= .50) shows a moderate uphill association between these two 
factors, which is statistically significant (p< .001) result.   

The first set of analyses focused on the relations between personal characteristics, occupational and organizational 
commitment. 

We investigated the differences between Romanian and Hungarian sample in organizational commitment and the other 
related variables. The analysis did not reveal any significant differences between these two countries (p> .05). Therefore 
further analysis includes the whole sample.  

A point-biserial correlation was used to measure the association between gender and occupational and organizational 
commitment. There was no significant connection either with occupational commitment (rpb (529) = .001, p= .97) or with 
organizational commitment (rpb (529) = -.007, p= .87).  

Differences in commitments were tested by the education level. One-way variance analysis demonstrated significant 
differences between groups in occupational commitment F(4,526)= 3.72 p< .01.and also in organizational commitment 
F(4,526)= 2.70 p< .05. Figure 1 illustrates commitment scores distributed by participants’ education level.  

In order to assess where exactly the significant differences were, post-hoc Tukey HSD analysis was run. This highlighted 
that participants with college or university degree (M= 47.05, SD= 13.28) had significantly (p< .05) higher occupational 
commitment than those with baccalaureate (M=42.73, SD= 12.98). 

However, participants with PhD degree (M=19.07 SD=8.66) had significantly (p< .05) lower organizational commitment 
level than people with baccalaureate (M= 25.15, SD= 11.41) and with college or university degree (M=24.31, SD=9.37).  

 

Figure 1 Occupational and organizational commitment means and standard deviations divided by education level 

Last, but not least the association between age and OcC level and also with OC was inspected. Pearson product-moment 
correlation showed a significant (p< .05) but very small positive relation (r= 10) with organizational commitment and no 
association with occupational commitment.  

Organizational, job characteristics and OC  

One way variance analysis was used to test the influence of status commitments. There were significant differences 
between the three status groups in terms of their occupational commitment F(2,528)= 10.21, p< .001, and also in 
organizational commitment scores, F(2,528)= 13.72, p< .001. Differences are shown in Figure 2. 
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Figure 2 Occupational and organizational commitment means and standard deviations divided by status 

These differences were statistically significant (ps < .001 and ps< .05) between employees and middle managers, and top  

leaders. Surprisingly, this distinctness did not come up between the two types of leaders.   

In the next set of analyses, the influence of organizational factors and job related factors on organizational commitment 
was investigated. Summing up results from previous researches, these analyses were conducted separately by 
organization size (small, medium and large organization). Multiple linear regression was carried out to determine the effect 
of occupational commitment, work value, job involvement and status on organizational commitment. Results of these 
analyses are presented in Table 2-3-4.  

Table 2  
Regression model with OC as the criterion Variable in small organizations 

 

 Unstandardiz
ed 
coefficients 

Standardiz
ed 
coefficients 

t Sig. 

Constant -7.22    

OcC .17 .14 2.43 .016 
JI .16 .12 1.08 .282 
Wv .83 .65 6.46 p<.001 
Status -.10 -.01 -.09 .92 

 Unstandardiz
ed 
coefficients 

Standardi
zed 
coefficient
s 

t Sig. 

Constant 4.11    

OcC .17 .36 5.56 p<.001 
JI .29 .31 4.36 p<.001 
Wv .09 .09 1.75 .08 
Status 1.24 .09 2.00 .04 

 
Table 3  
Regression model with OC as the criterion Variable in middle size organizations 
 
OcC- occupational commitment, WV- work value, JI- job involvement  
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OcC- occupational commitment, WV- work value, JI- job involvement 

Adjusted R2= 72.1 per cent; F(4,125)= 84.47, p< .001    

Adjusted R2= 47.9 per cent; F(4,259)= , p< .001  

Table 4 

Regression model with OC as the criterion Variable in large size organizations 

 Unstandardiz
ed 
coefficients 

Standardiz
ed 
coefficients 

t Sig. 

Constant 4.02    

OcC .09 .19 2.41 .01 
JI .36 .41 4.26 p<.001 
Wv .14 .13 1.59 .11 
Status 1.48 .12 1.87 .06 

OcC- occupational commitment, WV- work value, JI- job involvement  

Adjusted R2=39.9 per cent; F(4,132)= 23.89.47, p< .001 

All the three models were statistically significant (ps< .001). The adjusted R2 indicated that in small organizations 72.1 per 
cent, in middle organizations 47.9 per cent and in large organizations 39.9 per cent of the variance in organizational 
commitment score can be explained by variances in the four predictor variables. The most influential predictor was various 
based on organization size. Work value was the most influential predictor (β= .65) in the model for small organizations, 
occupational commitment (β= .36) for middle organizations and job involvement (β= .41) for large size organizations. 
Occupational commitment was significant predictor in all three models. Therefore, work value was a significant predictor 
for organizational commitment only in small organizations and job involvement in middle and large size organizations.  

Further analysis investigated differences in organizational commitment by status. Likewise, in previous analyses these 
differences were tested separately in small, middle and large size organization groups. A new variable was computed based 
on the status variable. This included whether a participant has an employee or a leader status. To assess these differences 
between employees and leaders, independent sample t-test was used. Results from these analyses are presented in Table 
5. 

Table 5 

Differences between employees and leaders in organizational commitment separately by organization size  

 

 Status has higher effect on organizational commitment among participants from middle size organizations. Interestingly, 
in case of large organizations status does not have any effect on this type of commitment.   

Discussion and Conclusion 

This study was aimed to investigate two types of commitment and how these are influenced by personal, organizational 
and job characteristics.    

In line with previous findings (Lee et. al., 2000), occupational and organizational commitment have a positive moderate 
relation. These two can be overlapped, but at the same time, they can have different influential factors.    
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Contrary to this meta-analytic study, age was related with organizational commitment but with occupational commitment 
no association was shown. However, age has only a small association with organizational commitment. This can be 
explained by organizational tenure and career stages. People who have spent more time in the same organization can be 
more committed emotionally to their organization. Further research should take into account these variables as well, 
controlling them, in order to establish a more clear relation between age and these two types of commitment.  

Results indicated that there are differences in commitments based on educational level. These appear mostly between 
people with PhD degree, those who graduated high school and participants with university degree.   

This study showed no significant differences either by genders or by nationalities. With regard to genders, this outcome 
contradicts the study of Major et al. (2012) that concluded difference between genders in commitment level. Women had 
significantly lower level of occupational commitment than men.  

Due to the differences between smaller and bigger organizations, our data obtained are broadly consistent with the major 
trends (De Clerq, and Rius, 2007.) Interestingly, organizational commitment in small organizations was predicted 
significantly by work value. At the same time, this factor was not a predictor in the other two types of organizations. Job 
involvement was that element, which was significant predictor in middle and large size organizations as well.   

Analyzing organizational and job characteristics, it was found that occupational commitment was significant predictor for 
organizational commitment in all types of organizations based on employee numbers.   

Results indicate differences between leaders and employees in organizational commitment in two types of organizations. 
This highlights how important a status in small and middle organizations is, with regard to commitment. This finding can 
account for progress opportunities. Employees in a large organization have more chance to develop and to occupy a higher 
position than people from a small organization. 

This study contributes to the broader literature on commitment by demonstrating that personal, organizational and job 
factors can have different effect on organizational and occupational commitment. From the outcome of our investigation it 
is possible to conclude that people with higher educational level are less committed to the organizations than those with 
lower educational level but they are occupationally committed. Furthermore, employees’ and leaders’ commitment can 
differ, but not in a large size organization.  
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