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WORK RELATED VALUES AND ORGANIZATIONAL
COMMITMENT RELATIVE TO GENDER AND AGE

Agnieszka Leszczynskal

Abstract: This article discusses issues related to organizational commitment and work related values. The research problem
focuses on the correlation between values related to professional work and the affective, normative and calculative
commitment of employees. A research question was posed as to what work related values are correlated with organisational
commitment. The article presents the results of an empirical study conducted on a group of 2076 people with the use of a
diagnostic survey. The obtained data were analysed relative to the gender and age of the respondents. The results indicate
certain discrepancies in terms of the value hierarchies observable between employees of different ages. Both men and women
selected work-life balance and security as their most important values. The level of commitment was comparable between
representatives of the two genders, with the levels observed for normative commitment. Organisational commitment
increased with age and was statistically different for the respective age groups. The study confirmed the correlation between
the hierarchy of work related values and the level of commitment, as well as the discrepancies in this respect between the
respective age and gender groups. The same suggests that there is a need to account for values held by the employees when
developing and employing motivational systems and HR practices.
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Work related values, commitment to work and their relationships — literature review

Values can be seen as abstract concepts or lasting beliefs, or ideas concerning a person’s goals that
serve as guiding standards in his or her life. In other words, they describe what is fundamentally
important to a person and therefore form a main part of an individual’s identity. They are useful
indicators of an individual’s decisions and actions. The values approach to motivation assumes that
people will be motivated by activities and outcomes that they value (Maslow, 1943; Pinder, 1997).
Although there has been some disagreement over the distinction between general values and work
values, where work values have been defined as the outcomes people desire and feel they should attain
through work (Brief, 1998; Cherrington, 1980; Frieze et al., 2006; Nord et al., 1988). Hofstede (1980)
believes that work-related values can be interpreted as the extent to which people assign importance to
several general job characteristics. Matic (2008) regards work values as qualities that people desire
from their work which reflect a correspondence between a need and satisfaction.

Work values shape employees’ perceptions of preferences in the workplace, exerting a direct influence
on employee attitudes and behaviours (Dose, 1997), job decisions (Judge & Bretz, 1992; Lofquist &
Dawis, 1971), and perceptions and problem solving (Ravlin & Meglino, 1987). One persistent
distinction in work values is between extrinsic and intrinsic values (Deci & Ryan, 1985; Porter &
Lawler, 1968; Ryan & Deci, 2000). Extrinsic work values focus on the consequences or outcomes of
work—the tangible rewards external to the individual, such as income, advancement opportunities,
and status. In contrast, intrinsic work values focus on the process of work—the intangible rewards that
reflect the inherent interest in the work, the learning potential, and the opportunity to be creative (Ryan
& Deci, 2000). Other researchers mention other values such as autonomy in decision making, job
stability or security, altruistic rewards such as helping others or contributing to society, social rewards
related to interpersonal relationships at work, leisure, which refers to the opportunity for free time,
vacation, and freedom from supervision (Herzog, 1982; Johnson, 2002; Miller, Woehr & Hudspeth,
2002). In the present study, work related values most commonly listed by researchers were considered,
including work-life balance, security, good relations with co-workers, responsibility, achievement,
intellectual stimulation, autonomy, and power. Organisational commitment refers to the worker’s
emotional attachment to, identification with, and involvement in, the organisation (Allen & Meyer,
1990). It is related to but differentiated from the concept of ‘the meaning of work’, which concerns
those aspects of job satisfaction that have to do with intrinsic satisfactions (Barnes-Farrell &
Matthews, 2007).

Meyer and Allen (1991) propose a three-component model of organisational commitment. The three-
component model distinguishes between affective, continuance and normative commitment. Affective
commitment is the emotional attachment to and involvement in the job, whereas continuance
commitment is the awareness of the cost involved for the organisation. Lastly, normative commitment
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is the obligation to continue commitment (Meyer & Allen, 1991; Meyer et al., 1993). The importance
of affective commitment lies in the belief that it shows the strongest positive relationship with
desirable outcomes (Eisenberger et al., 1986), such as meaningful work. Organisational commitment
can also be described as the employee’s feelings of obligation to remain with the organisation. These
feelings result from the normative pressures that employees experience (Allen & Meyer, 1990; Field &
Buitendach, 2011; Viljoen & Rothmann, 2009). Reviewing the existing literature, the primary
antecedents of organisational commitment have been reported to be related to personal characteristics
(gender, age), role issues (role-conflict, autonomy), structural conditions (organisational
communication, centralisation) and work experiences (leadership, job involvement) (Cohen, 1992).

Values also condition the behaviour and attitude of employees. Several studies have highlighted the
importance of value congruence (or value discrepancy) on employees’ well-being, job satisfaction,
health and performance. Mowday, Steers, and Porter (1979) characterized three factors associated with
organisational commitment. The same include having a strong belief in, and acceptance of the
organisation’s goals and values. Therefore, the acceptance of organisational values is a factor
influencing commitment. Maslach and Leiter (1997) developed a model that focuses on the degree of
match or mismatch between an employee and six key domains of his or her job environment. The
greater the match (or fit) between the person and the job, the greater the likelihood of commitment to
work. Values remain one of the key factors. In a study reported by Verplanken (2004), value
congruence together with attitudes directly predicted job satisfaction among nurses. Krapi¢ and Barié¢
(2016) confirm that personal and organisational values showed incremental validity in predicting
affective, normative and overall organisational commitment. Work related values were stronger
predictors of the organisational commitment than personal values.

Data and Methodology

The aim of this study was to evaluate the correlation between individual, work related values and the
level of employee commitment. The following research question was posed: What work related values
are correlated with the affective, normative and calculative commitment of employees? In an effort to
answer the same, an empirical study was conducted in a group of 2076 randomly selected employees,
49% of whom were men. The dominant age group was 31-40 years (30%), followed by 18 to 30-year-
olds (26%), and 41 to 50-year-olds (19%). The mean age of the respondents was 39.6; the average
seniority was 16.6 years with the mean number of years at the presently held position of 7.8 years.
Over half of the respondents were employed as specialists (52%), 28% held lower-level positions. The
study was conducted in the 1% half of 2017.

The research tool comprised a survey questionnaire which contained questions related to the
employees’ hierarchies of values and commitment levels. Variables were evaluated using the 5-tier
Likert scale (5 corresponded to definite agreement with the statement), as well as on the basis of
values selected (indicated) by respondents as the most important according to their respective
individual hierarchies. The study focused on 9 work related values: work-life balance, security, good
relations with co-workers, responsibility, achievement, intellectual stimulation, autonomy and power.
The distinction proposed by Allen and Meyer (1990) was used for the purposes of evaluating
commitment. Three types of commitment were identified, namely affective, calculative and normative.
Affective commitment relates to the given employee’s emotional bond with the organisation.
Calculative commitment is of instrumental character and reflects one’s belief that the cost of leaving
the organisation would be too high and/or that few alternative employment options exist. Normative
attachment relates to the sense of a moral obligation of continued employment, which translates into a
sense of loyalty towards the organisation.

A Chi-square test and quartile analysis were used for the assessment of the correlation between values
and the level of commitment. In the context of values, the analysis entailed selection/non-selection by
the respondent of a particular value as important. The level of commitment was limited to quartiles |
and IV, i.e. the assessment pertained to quarters of the population characterised, respectively, by the
highest and lowest level of commitment.

Results in terms of values

The respondents deemed the following work-related values as the most important: work-life balance
(38%), security (30%), followed by interpersonal relations with colleagues (23%) and responsibility
(23%; Table 1). The fact that values such as achievement and intellectual stimulation ranked lower
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than the above may suggest that the respondents were not particularly oriented towards professional
self-fulfilment and the place of work was perceived through the prism of economic stability rather than
possibility of career advancement. In terms of gender, women (regardless of age) were more likely to
select “work-life balance” as the most important value (women 45%, men 34%, Chi squared test
significance 0.000). The second most important value was security (34% men, 28% women,
significance 0.006). In turn, in the male group the most selected answer was responsibility (26%
compared to 21% in women, significance 0.01). The least selected answer in both groups was power
(3.5% for men and 3% for women, and with no apparent differences between the groups, significance
0.544).

Table 1: Values selected as the most important relative to the age and gender of respondents (in %)

20-29 30-39 40-49 50+
F M F M F M F M

Gender
Values

Good relations 24% 17% 29% 20% 28% 19% 26% 28%
with co-workers
Work-life balance 46% 31% 51% 37% 49% 34% 34% 35%

Security 35% 34% 41% 30% 36% 20% 25% 25%
Achievement 21% 18% 19% 13% 6% 12% 4% 3%
Autonomy 6% 6% 7% 5% 5% 7% 2% 3%
Professional 10% 14% 17% 16% 23% 20% 19% 2%
integrity

Power 5% 4% 2% 3% 3% 4% 3% 2%
Intellectual 16% 14% 20% 13% 10% 9% 1% 8%
stimulation

Responsibility 10% 21% 21% 22% 27% 30% 30% 31%

Source: own study

The results of the Chi-square test due to sex indicate that we can reject the hypothesis of the lack of
dependence between values, i.e. good relations with co-workers, work-life balance, security,
responsibility and gender (significance less than 0,05; Table 2). We should assume that there is a
dependency for these variables.

Table 2: Pearson’s Chi-square (values-gender)
Value | Asymptotic significance

Good relations with co-workers | 6,92 0,09
Work-life balance 22,92 0,00
Security 7,51 0,06
Achievement 1,87 0,17
Autonomy 0,011 0,917
Professional integrity 1,89 0,16
Power 0,36 0,54
Intellectual stimulation 1,7 0,19
Responsibility 6,71 0,01

Source: own study

For the respondents holding higher-level positions the most important values included: work-life
balance (9%), security (9%), and responsibility (7%), for the lower-level staff these included: work-
life balance (22%), security (16%), good relations with co-workers (13%). The managerial staff most
commonly selected balance (8%), security (6%), and responsibility (5%). An in-depth analysis and
comparison of the respective employee groups indicated that:

1) in terms of the value described as work-life balance, there were differences between lower-
level positions on the one hand and specialist and managerial staff on the other (the value was
lower for lower-level staff and similar for managerial and specialist staff, significance 0.000),

2) the value of power varied between the groups (more important for lower-level positions;
significance 0.04).
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In terms of age, the following statistically significant general observations could be made with regard
to, respectively:
e good relations with co-workers — the number of indications increased with the age of
respondents (significance 0.021),
o the value of work-life balance — the highest number of indications was observed in the 30-49
age group (significance 0.07),
e security — the number of indications decreased with age (significance 0.003),
achievement - the number of indications decreased with age (significance 0.000),
o professional integrity — the number of indications increased with age (excluding the 60+
group, significance 0.000).
The obtained results indicate a different hierarchy of work related values in the respective respondent
age groups.
The Chi-square test results indicate that there are relationships between age and all values except for
autonomy (Table 3).

Table 3: Pearson’s Chi-square (values- age)
Value Asymptotic
significance
Good relations with co-workers 11,53 0,021
Work-life balance 14,15 0,007
Security 15,88 0,003
Achievement 54,6 0,000
Autonomy 9,05 0,06
Professional integrity 22,65 0,00
Power 13,3 0,01
Intellectual stimulation 27,99 0,00
Responsibility 43,94 0,00

Source: own study

Results in terms of commitment

The following mean values were obtained (on the scale of 1-5): affective commitment 3.42;
calculative commitment 3.26; normative commitment 4.12. In the context of gender, women tended to
value normative commitment the most (4.11) and calculative commitment the least (3.21). Men tended
to agree the most with statements related to normative commitment (4.13) and the least with those
reflecting calculative commitment (3.31). Differences between genders were observed primarily with
respect affective and normative commitment (Levene’s test significance 0.004 and 0,002 respectively;
strong tests for the equality of means). Commitment varies depending on the position held. The
highest levels of the same (irrespective of type) are observed in managerial positions, the lowest in
lower-level positions. The highest scores were obtained for normative commitment in the groups of
specialists (4.12) and managerial staff (4.33), the lowest for calculative commitment in the context of
lower-level (3.0) and specialist (3.30) positions. Organisational commitment was observed to increase
with age; it was higher in the subsequent age groups. Affective commitment revealed statistically
significant differences between the respective age groups (with the exception of the 40-49 and 50+
groups). Analogous results were obtained for normative commitment.

Table 4. Mean organisational commitment relative to the position held, gender
Organisational commitment
Employee groups Affective Calculative Normative
Lower-level 3.19 3.00 3.98
Specialist 3.42 3.30 4,12
Managerial 3.79 3.58 4.33
Women 3.36 3.21 4.11
Men 3.47 3.31 4.13
Source: own study
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Values and commitment in the context of gender and age

Higher levels of emotional commitment to the company were shown by female respondents who
indicated the importance of such values as good relations with co-workers, sense of security, work-life
balance, and responsibility (Table 5). Women tended to value a good atmosphere at work and the
ability to properly balance personal and professional lives. Normative commitment was also higher in
women who were more likely to choose the associated values, although the trend was less evident than
in the case of affective commitment.

Table 5: Number of indications of very important values relative to commitment in the groups of
men and women
Aff_commit_ Aff_commit | Calc_comm | Calc_commit | Norm_commit_ | Norm_commit
quart_men _Quart- it_quart_me | _quart_wome | quart_men _Quart_wome
women n n n
1.0 4.0 1.0 4.0 10 | 4.0 1.0 4.0 1.0 4.0 1.0 4.0
Good
relations 38 99 47 128 55 50 67 55 20 72 20 99
Work-life 81 | 160 |111 | 178 | 88 | 75 | 119 | 85 54 87 62 | 123
balance
Security 69 123 90 118 85 54 116 52 41 78 49 87
':]‘éme"e' 23 58 37 57 33 | 21 47 27 14 30 30 35
Autonomy 14 24 13 24 16 12 22 6 7 19 15 20
Professio- 28 | 110 | 20 | 91 | 20 | 56 | 34 | 35 5 83 | 13 | 72
nal integrity
Power 13 11 11 13 11 5 15 4 12 7 14 9
Intellectual
stimulation 28 56 37 45 34 21 48 17 12 33 29 29
Eﬁft@"”s" 48 | 135 | 34 | 104 |56 | 65 | 46 | 50 | 26 93 20 70
Source: own study

A higher level of affective commitment was observed for men who were more likely to select
responsibility, work-life balance, and security as the most important values. This type of commitment
was also correlated with the number of indications under autonomy and power, although said values
were deemed as unimportant by the respondents. Calculative commitment correlated with the number
of indications under responsibility. It was not however, related to security or power at a statistically
significant level. In the case of power and autonomy, most respondents perceived those values as
unimportant. Normative commitment was higher in men who attributed the greatest importance to
relations with co-workers, work-life balance, security, professional integrity, and responsibility.

In the 20-29 age group, affective commitment was related to the number of indications under good
relations with co-workers. The respondents also highly valued aspects such as work-life balance,
security, and intellectual stimulation, but the correlation of the same with affective commitment was
not apparent. Calculative commitment was not found to be correlated with any value. Employees aged
between 30 and 39 years who displayed higher levels of commitment were more likely put greater
stock in values such as relations with co-workers, work-life balance, and security. Conversely, values
that were not perceived as important included autonomy and power. In the context of affective and
calculative commitment, the number of indications for power and ability to make decisions increased
with the respondents’ age. In terms of normative commitment — the highest levels of the same were
observed in employees valuing security and professional integrity. In the group of older employees
(50+), affective commitment was related to a greater number of indications under values such as work-
life balance, responsibility, and relations with co-workers. Among values that were not deemed as
important one could list autonomy, achievement, power, and intellectual stimulation. Analogous
results were obtained for calculative commitment. Overall, the least significance was attributed to
autonomy, achievement, and power, which were not associated with the perceivable benefits of
remaining in the organisation. High levels of normative commitment were correlated mostly with
indications of professional integrity. Employees aged 50+ attributed high significance to values such
as relations with co-workers, work-life balance, and responsibility. The high number of indications
under these values corresponded to high levels of normative commitment.
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Conclusions
The following conclusions can be reached based on the conducted study:

1. younger employees attribute the greatest value to good relations with co-workers. With age,
the ability to balance one’s professional and personal life and having a sense of security
become more important;

2. autonomy and power were not perceived as important values as such, although with age, an
observable increase in their influence on the levels of affective and calculative commitment
could be observed;

3. employees aged 50+ indicated a very high importance to values such as relations with co-
workers, work-life balance, and responsibility. Said values were positively correlated with the
level of affective commitment;

4. high levels of normative commitment were mostly correlated with appreciation of professional
integrity and responsibility.

In terms of gender, it can be observed that there are no differences between genders where values
related to the level of affective commitment are concerned. The same include: responsibility, work-life
balance, and security. Calculative commitment in women is correlated with work-life balance and, to
a lesser extent, good relations. In men, this type of commitment is affected by the values of work-life
balance and responsibility. Therefore, the continued employment (remaining) of men in an
organisation is more strongly related to conscientiousness, whereas in the case of women the decisive
factor is the atmosphere in the workplace. Normative commitment is, in both genders alike, correlated
with work-life balance, good relations, and security, whereby the values tend to be perceived as more
important by women.

The conducted research revealed the existence of correlations between one’s hierarchy of work related
values and the level of commitment on the one hand, and the age and gender on the other. This
suggests a need to account for values actually held by employees in organisational motivational
systems as well as HR practices. For instance, efforts aimed at shaping affective commitment ought to
take into account the implementation of solutions facilitating a better work-life balance and
contributing to a greater sense of social security among the employees. Furthermore, organisational
value systems also ought to be shaped in such a way so as to correspond to individually prioritised
values such as responsibility or professional integrity.
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