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Abstract. The extent to which the employees of an organization feel committed to their organization can be easily gath-
ered from the strength of its culture. This points out that even though the culture is holistic, it can be strengthened by
commitment. Culture can be managed by managing the employees of the organization and also by leader’s actions and
interventions and these are also understood as the targets of management of commitment. Management of commitment
is also the management of culture, as it is commitment that binds people to organization's ideas and agents. With these
notions in mind, the present study makes an attempt, firstly, to integrate different conceptual constructs of commitment
and culture and secondly, to identify the relationship between organizational commitment and organization culture.

The study is based on a sample of 382 executives from five automobile companies. The findings indicate that most of
the dimensions of organizational culture are positively and significantly related to the dimensions of organizational com-
mitment. Some of the dimensions of culture also made significant contribution to predict organizational commitment.
The main issue that emerges from this study is that the importance of organizational culture in understanding organiza-
tional commitment can neither be underestimated nor overlooked.

Keywords: organizational culture, India, automobile industry.

1. Introduction

The term ‘commitment’ is widely used in sociology,
psychology, and organization studies. Definitions and
usage of the term emphasizing values, norms, affects,
attachments, identification, and so on imply that it
shares some of its referents with that of organizational
culture. Weiner (1982) contends that the existing
models of commitment do not satisfy the requirements
of definitional precision, theoretical integration, and
predictive power. Morrow’s (1983) analysis reveals
that, different concepts related to commitment are
partially redundant and insufficiently distinct. Allen
and Mayer (1990) state that the “use of term ‘com-
mitment’ to describe very different constructs has led
to considerable confusion in the literature.” The pur-
pose of this article is:

(a) To integrate different conceptual constructs of
organizational commitment and culture.

(b) To identify how organizational commitment is
related to organizational culture.

2. Organizational commitment

In the context of organizations, commitment is nor-
mally understood as different ways to commit one-
self to an organization of which one is a member (see
Table 1 for mgjor definitions).

According to Becker’s side-bet theory of commitment,
the committed person’s involvement in an organiza-
tion can make side bets for him or her and constrain
his or her future behaviour. When these constraints
lead to behaviour that is consistent with the goals and
values of the organizations, the individual is commit-
ted to the organization. Organizational commitment
has also been defined as an individual’s identifica-
tion with and involvement in an organization (Por-
ter, Steers, & Mowday, 1974). In this view, commit-
ment is characterized by a strong belief in and
acceptance of the organization’s goals and values, a
willingness to exert considerable effort on behalf of
the organization, and a strong desire to maintain
membership in the organization.
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Table 1. Definitions of Commitment in the Context of Organizations

Becker (1960): “The committed person has acted in such a way as to involve other interests of his, originally
extraneous to the action heis engaged in, directly in that action”).

Kanter (1968): “Commitment...refers to the willingness of social actors to give their energy and loyalty to
socia systems, the attachment of personality systemsto socia relations which are seen as self-expressive”.

Porter et a. (1974): Organizational commitment is defined “in terms of the strength of an individual’s
identification with and involvement in a particular organization. Such commitment can be characterized by at least
three factors: (a) a strong belief in and acceptance of the organization’s goals and values; (b) awillingness to exert
considerable effort on behalf of the organization; (c) a definitive desire to maintain organizational membership”.

Wiener (1982): “Organizational commitment is viewed as the totality of internalized normative pressures to act
in away that meets organizational goals and interests’.

Reichers (1985): “Commitment is a process of identification with the goals of an organization’s multiple
constituencies. These constituencies may include top management, customers, unions, and/or the public at large’.

O'Reilly and Chatman (1986): “Organizational commitment is conceived of as the psychological attachment
felt by the person for organization; it will reflect the degree to which the individual internalizes or adopts
characteristics or perspectives of the organization”.

Meyer and Allen (1997): “Affective commitment refers to the employee’'s emotional attachment to,
identification with, and involvement in the organization. Employees with a strong affective commitment continue
employment with the organization because they want to do so. Continuance commitment refers to an awareness of
the costs associated with leaving the organization. Employees whose primary link to the organization is based on
continuance commitment remain because they need to do so. Finally, normative commitment reflects a feeling of
obligation to continue employment. Employees with a high level of normative commitment feel that they ought to

remain within the organization”.

O'Reilly and Chatman (1986) understand organiza-
tional commitment as psychological attachment to the
organization. Following Kelman (1958), they differ-
entiate among three bases of commitment: (a) com-
pliance, or “instrumental involvement for specific
extrinsic rewards’; (b) identification, or “involvement
based on a desire for affiliation”; and (c) internali-
zation, or “involvement predicated on congruence
between individual and organizational values.” Vir-
tanen (2000) prefers a trichotomy of obligations,
utilities, and emotions. Emotions as bases of commit-
ment constitute mostly arational bindings through the
process of identification. They are “beyond reasons,”
not irrational (as the opposite of rational). Obligations
and utilities as bases of commitment constitute mostly
rational bindings through the mechanism of compli-
ance and internalization.

The focus of commitment tells us about the content
of commitment. The focus of commitment can be, for
example, moral, legal, economic and political — in
some cases even aesthetic. The foci of commitment
are in many ways related to societal institutions,
because they have a profound affect on how we see
the world. Together with the bases of commitment,
foci provide the motive of commitment as it is ex-
perienced.

The source of commitment tells us about the back-
ground from which different objects, loci, bases, and
foci of commitment are generated. There may be many
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alternatives. education, training, leadership style and
management systems, institutions, socioeconomic
class, national culture, and civilizations. These are all
responsible for diverse content of commitments.

Antecedents of commitment (Mathieu, 1991; Math-
ieu & Zagjac, 1990) — age, tenure, autonomy, and role
ambiguity, for example — can be understood as inter-
vening variables that channel the occurrence and
strength of different commitments. In order to “man-
age commitment,” we have to know which constel-
lation of different objects, loci, bases, and foci of
commitment are related to which source of commit-
ment and how tangible their interrelations are. In this
way we can create different commitments for different
organizational purposes. These purposes can be re-
fined as the consequences of commitment, such as
turnover, job performance, and different normative
characteristics of organizational behaviour (Wiener,
1982).

3. Organization culture

In a fundamental sense, a culture exists when peo-
ple come to share a common frame of reference for
interpreting and reacting towards one another and
towards the world in which they live. This common
frame of reference includes language, values, beliefs
and interpretation of experiences. It is reflected in
customs, folkways, communication and observable
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features of the community including rituals, rites,
celebrations, legends, myths and heroic saga.

A surprising aspect of the recent rise in interesting
organization culture is that the concept, unlike vir-
tually every other concept in the field, has no single
widely accepted definition. Indeed, it often appears
that authors feel compelled to develop their own
definitions, which range from very broad to highly
specific. For example, Deal and Kennedy (1982)
define a firm’s culture as “the way we do things
around here.” This very broad definition presumably
could include the way a firm manufactures its prod-
ucts, pays its bills, treats its employees, and performs
any other organizational operations. More specific
definitions include those of Schein (1985) as “the
pattern of basic assumptions that a given group has
invented, discovered, or developed in learning to cope
with its problems of external adaptation and internal
integration”, and Peters and Waterman's (1982) as “a
dominant and coherent set of shared values conveyed
by such symbolic means as stories, myths, legends,
slogans, anecdotes, and fairy tales’. Table 2 lists other
important definitions of organization culture.

4. How visible are the organizational
cultures?

Among the best-known representations of organiza-
tional culture are Hofstede’s (1994) ‘ Onion Diagram’
subtitled ‘manifestation of culture at different levels
of depth’ and Schein's (1992) ‘levels’ of culture. Each
emphasizes that organizational cultures manifest them-
selves in many ways. Some of these are visible and
therefore easy to discern when studying organizations
but because of their shallow or superficial nature, the

true meaning is difficult to decipher. These manifes-
tations are Hofstede's ‘symbols', ‘heroes’, and ‘rit-
uals' and Schein’s ‘artifacts’ (see Fig 1). By chang-
ing these visible practices and artifacts they are able
to effect a culture change. Unfortunately, for real
change the process also needs to occur far more deep-
ly, in the less visible levels.

The deepest levels of culture (Hofstede's ‘values' and
Schein’s ‘basic underlying assumptions') are invisi-
ble and as a consequence, extremely difficult to dis-
cover. They provide what Argyris (1995) terms as ‘the
theories in use’ upon which the more visible ‘ prac-
tices' or ‘artifacts’ of organizational culture are built.
Hofstede refers to these values as ‘core of culture’.
Such values are likely to have become so taken for
granted that there will be little variation in them within
a culture or subculture, (Schein 1992). They will be
communicated to new employees, thereby transfer-
ring the culture. If these basic underlying assumptions
are strongly held then group members will find be-
haviours on any other premise inconceivable. For this
reason changing these is likely to result in a true
culture change which will also be reflected in ‘ prac-
tices and ‘artifacts' . However because they are deeply
and strongly held in the individual’s subconscious,
they are extremely difficult to change. Between the
deepest and the shallowest levels Schein (1992) in-
troduces ‘ espoused values'. These are values connect-
ed with moral and ethical codes and determine what
people think ought to be done, rather than what they
necessarily do. Often organization represents a par-
ticular view of their culture through formal documents,
such as annua reports, mission statements or speeches
by senior managers, which comprise these espoused
values.

Table 2. Important definitions of Organization Culture

“Strong widely held core values’ (O’ Reilly, 1993).

to itsemployees’ (Ouchi, 1980).

organization.

“ A belief system shared by organization’s members’ (Spender, 1983).

“The collective programming of the mind” (Hofstede, 1980).
“A set of symbols, ceremonies, and myths that communicates the underlying beliefs and values of that organization

Porter, Lawler & Hackman (1975) identify organization culture as, “a set of customs and typical patterns of ways of
doing things. The force, pervasiveness and nature of such model, beliefs and values vary considerably from
organization to organization. Yet it is assumed that an organization that has any history at all has developed some sort
of culture and that this will have a vital impact on the degree of success of any effort to improve or ater the

Daniel R. Denison (1990) defines, “ Organization culture refers to the underlying values, beliefs and principles that
serve as a foundation for organization’s management systems, as well as the set of management practices and
behaviors that both exemplify and reinforce those basic principles.”

Kono and Clegg (1998) show five elements of culture — values, decision-making patterns, behaviour patterns,
performances, and rewards — as interacting through feedback loops comprising intrinsic and extrinsic rewards.
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Hofstede (1994)
SHALLOW Practices
Symbols
Heroes
Rituals
Values
DEEP

Schein (1982)
Artifacts VISIBLE
Espoused Values
Basic Underlying
Assumptions INVISIBLE

Fig 1. A Comparison of Hofstede's and Schein’s representation of Organization Culture

5. Strength of culture as strength
of commitment

A strong culture is usually understood as a synonym
for consistency: Beliefs and values are “shared rela-
tively consistently throughout an organization” (Brown,
1995). In the language of commitment, consistency of
culture is the social symmetry of objects, bases, foci,
and consequences of commitment. Without social sym-
metry, strong individual commitment is not the same
as strong organizational culture. A strong culture is often
seen to enable an organization to achieve excellent per-
formance, a hypothesis that has been made by Deal
and Kennedy (1982).

Strength of culture can be easily conceptualized as
strength of commitments and the optimal degree of their
social symmetry. This points out that even though the
cultureis holistic, it exists only in socia relationships,
which, in turn, can be strengthened by commitments.
Brown (1995) differentiates between two kinds of
mechanisms for managing culture: those relying on
human resources instruments and those involving leader
action and inaction. Among the former are the recruit-
ment and selection procedures, induction, socialization
and training, performance appraisa systems, and re-
ward systems. Among the latter are management by
symbols (use of time, language, meetings, agendas and
minutes, physical settings) and management by rites
of passage, enhancement, degradation, conflict reso-
lution, integration, and renewal. All of these can be
understood as the targets of management of commit-
ment. Management of commitment is also the manage-
ment of culture, because it is commitment that binds
people to organizational ideas and agents.
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Managers can affect organizational commitment by
learning to use antecedents of organizational commit-
ments. Company tenure, union satisfaction, job sat-
isfaction, job involvement, job equity and supervisor
support have been shown to be significant predictors
of company commitment (Johnson & Jones-Johnson,
1992). Team cohesion, task challenge, supervisory
behaviour, and organizational climate can also be
predictors, but in different ways in different career
stages (Brooks & Steers, 1991). Role strain (role
ambiguity, role conflict, role overload), training char-
acteristics, and achievement motivation are also im-
portant antecedents of commitment (Mathieu, 1991).
The specially designed fit between individuals' pref-
erences and organizational culture can be seen as a
goa of commitment, because both job satisfaction and
organizational commitment can be predicted with this
fit (O'Reilly, Chatman, & Caldwell, 1991). These
regularities are not structured to support management
of climate and culture directly, but there is no obstacle
preventing researchers from doing quantitative and
gualitative research and reconceptualising the ante-
cedents and consequences of commitment.

6. The present study

Objectives

1. To examine the relationship between the variables
of organizational culture and organizational commit-
ment.

2. To determine the extent to which the dimensions
of organizational commitment would be predicted by
the dimensions of organizational culture.
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Hypotheses

A set of null hypotheses was generated for the present
study:

1. There will be no relationship between Purpose (one
of the variables of organization culture) and organi-
zational commitment.

2. There will be no relationship between Structure
(one of the variables of organization culture) and or-
ganizational commitment.

3. There will be no relationship between Leadership
(one of the variables of organization culture) and
organizational commitment.

4. There will be no relationship between Relation-
ship (one of the variables of organization culture) and
organizational commitment.

5. There will be no relationship between Rewards (one
of the variables of organization culture) and organi-
zational commitment.

6. There will be no relationship between Helpful
Mechanisms (one of the variables of organization
culture) and organizational commitment.

Sample

The sample consisted of 382 respondentsin five dif-
ferent automobile companies. The sample consisted
of managers, executives, and supervisors from all the
major departments of the companies, namely, Person-
nel, Engineering, Production, Marketing, and Main-
tenance, etc. Average age and the tenure of the re-
spondents were 39 and 12 years respectively. 86 out
of 382 respondents were females.

Instruments and measures

(i) Measure of Organizational Culture

For the purpose of measuring the organizational cul-
ture, the Organizational Diagnosis Questionnaire by
Robert C. Preziosi was used. The purpose of ODQ
is to provide survey feed back data for intensive di-
agnostic efforts. Use of questionnaire either by itself
or in conjunction with other measures provides the
data needed for studying the functioning of an organ-
ization and/or its sub-parts. ODQ is based on Weis-
bord’s practitioner-oriented theory (1976). It provides
for assessment in six areas of formal and informal
activity. The scale had 18 items.

1) Purpose (PUR): The items focused on the issues
of the awareness and the basic clarity and agreement
about the goals/purpose of the organization.

2) Structure (STR): The items focused on the ways

the work has been divided in the organization and the
extent to which it is instrumental in achieving the
objectives of the organization.

3) Leadership (LED): Items relate to the ways in
which superiors / leaders function in an organization
and to what degree they can influence their subor-
dinates.

4) Relationship (RLS): Items focus on the ways
employees relate themselves to other colleagues,
superiors and technologies.

5) Rewards (REW): Items focus on the issue of link-
age of incentives with one’'s performance in the or-
ganization.

6) Helpful Mechanisms (HMS): Items relate to the
availability of adequate coordinating technologiesin
the organization, which act as a direction for growth
and development.

(ii) Measure of Organizational Commitment

The scale used for the purpose of measuring Organ-
izational Commitment of the employees was the one
developed by Buchanan (1974).

Buchanan views commitment as a “partisan, affec-
tive attachment to the goals and values of an organ-
ization, to one’s role in relation to goals and values
and to the organization for its own sake, apart from
its purely instrumental worth”. The concept is there-
fore measured through three components.

a) Job Identification (J Iden) is viewed as “adopt-
ing as one's own the goal and values of the organi-
zation”. It is tapped through six items.

b) Job Involvement (J Inv) is measured through five
items. These are intended to measure, “psychologi-
cal immersion or absorption in the activities of one's
work role”

¢) Organizational loyalty (O Loy) is a response that
tries to “tap the feelings of affection and attachment
to the organization,” and is measured with the help
of seven items.

The 18-item scale contained five reversed score items,
Buchanan obtained responses from 279 managers from
eight organizations and coefficient alphas of 0,86,
0,84, 0,92 and 0,94 were recorded for the three sub-
scales and the total scale respectively. The Sub-scales
were found to be Inter co-related. The correlation
between Identification and Involvement was 0,65,
between ldentification and Loyalty was 0,74, and
between Involvement and Loyalty was 0,58.
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Analysis of the data

After scoring the questionnaire, the raw data was
tabulated for each variable being studied. The com-
putation of the raw data was done in order to do the
following statistical analysis:

1) Correlationa analysis,
2) Multiple Regression Analysis.

1. Correlational Analysis— In order to understand the
relationship of causal variables i.e. organization cul-
ture and the outcome variablesi.e. job identification,
job involvement and organizational loyalty, the Pear-
son’s product-moment correlation was computed.

2. Multiple Regression Analysis — Regression is the
determination of statistical relationship between two
or more variables. The dimensions of organization-
al commitment were taken as dependent or criterion
variables, and the dimensions of organizational fac-
tors were taken as independent or predictor variables.
The stepwise Multiple Regression was used.

7. Results

Table 3 shows the Pearson product-moment correla-
tion between the dimensions of organization culture
and organizational commitment.

As can be seen from Table 3, the relationships be-
tween the dimensions of organization culture and the
dimensions of organizational commitment are posi-
tive. Most of the dimensions of organization culture
were found to be significantly positively related to
the dimensions of organizational commitment. There-
fore the null hypotheses from 1-6 were rejected and
the alternate hypotheses that there is a significant
relationship between the variables of organizational
culture and the variables of organizational commit-
ment are accepted.

Job identification was significantly positively relat-
ed to all the six dimensions of organization culture
namely, purpose, structure, leadership, relationship,
reward and helpful mechanisms. Job involvement was
significantly related to all the dimensions of culture
except structure. Organizational loyalty was also sig-
nificantly positively related to all the dimensions of
culture except structure.

Table 4 shows the results of Multiple Regression
Analysis with the criterion variable of organization-
a commitment and the predictor variables of organ-
ization culture.

The results of the multiple regression analysis are
shown in Table 4. The variables which were entered

Table 3. Coefficient of correlation between the dimensions of organization culture and organizational commitment

S. No. Organizational Factors Job Identification Job Involvement Orgfg ';:I‘It';nal

1 Purpose .65** A8** 56**
2 Structure A0* 22 .33
3 Leadership A49** S1** A6**
4 Relationship B1** 53** A8**
5 Reward A5** .39* A6**
6 Helpful Mechanisms .64** A4* A1*

* Significant at .01 level

** Significant at .001 level

Table 4. Predicting the dimensions of organizational commitment from the dimensions of organization culture

Criterion Variable Beta Values (B)

PUR STR LED RLS REW HMS AR? F value
Job Identification 27° —05 14 A7 18 30° .64 22.19
Job Involvement .06 -.01 A1 417 .05 .09 .29 17.21
Organizational 59° .20 A1 .08 30° .04 .58 11.99
Loyalty
a dgnificant at .01 level
b- significant at .05 level
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into the model were the six dimensions of organiza-
tional culture comprising purpose, structure, leader-
ship, relationship, rewards and helpful mechanisms
to predict different dimensions of organizational
commitment. The Table shows the beta weights as-
signed to each variable (which indicates the magni-
tude of each variable’s contribution to explained
variance), the adjusted explained variance (AR?), and
the F value for each of the organizational commit-
ment indices.

The point to note from Table 4 is that the model
explains a significant amount of variance in most of
the dimensions of organizational commitment. Though
al the dimensions did not enter in the model to predict
the criterion variables but some of the dimensions
made a significant contribution to predicting organ-
izational commitment. Purpose and helpful mecha-
nisms, the dimensions of organizational culture, ex-
plained Job identification (64 % of the variance). Job
involvement (29 % of the variance) was explained by
relationship. Purpose and rewards, the dimensions of
organizational culture, explained organizationa loyalty
(58 % of the variance).

8. Discussion

When the organizational factors were regressed to
predict job identification, job involvement, and or-
ganizational loyalty, it was found that purpose, re-
wards, and helpful mechanisms were contributing
significantly to predict organizational commitment.
Kagan (1958) proposed that attachment to an object,
individual, group, or organization results from the
identification with the values, attitude or goals of the
model and their incorporation into the cognitive re-
sponse set of individuals. The degree to which an
individual identifies with a model may vary with the
reasons for this attachment and its manifestations.
Thus, although organizational commitment has often
been used in a global way to encompass antecedent
processes and consequences of attachment felt for the
organization, it will reflect the degree to which the
individual internalizes or adopts characteristics or
perspectives of an organization.

Additionally, another independent variable namely,
Helpful Mechanisms also contributed to the above said
factors. If the employees of an organization perceive
that the system is providing them with adequate sup-
port in terms of resources and coordinating technol -
ogies, they may develop a sense of involvement and
loyalty to the organization. The above findings could
be explained with the help of the model evolved by
Malhotra (1985) wherein, he suggested, that an in-

dividual's degree of involvement with the job is the
function of perceived variety, challenge and auton-
omy of the job, perceived influence and specific sat-
isfaction in the organization which includes satisfac-
tion with salary and other helpful mechanisms,
supervisory behaviour and relationships. Mahlon
(1990) has al so discussed about ‘ aternative work plac-
es which would be characterized by features as com-
mitment, informational, open culture and proactive
management, availability of helpful mechanisms, a
‘push-back’ approach and clear links between staff,
function and time.

Among other organizational factors, reward contrib-
uted positively to predict organizational loyalty. In
one of the studies Oliver Nick (1990) examined the
influence of employee’'s work values, demographic
characteristics and organizational rewards on levels
of organizational commitment, involvement, identi-
fication and loyalty in a UK employee owned firm
and found that organizational rewards showed a sig-
nificant relationship with job identification and in-
volvement. The results of the present study are in
consonance with these findings.

9. Implications and conclusions

These findings carry a number of implications for
research and practice in the area of commitment and
organization culture. The main issue that emerges from
this study is that the importance of organization culture
in understanding organizational commitment can never
be underestimated nor overlooked — organization
culture is central to any activity in the organization.
Though this study is an industry specific study, fo-
cusing on Automobile Industry but the findings can
be generalized to any organization or industry.

Since culture is such a crucia factor in the long-term
effectiveness of organizations and has impact on the
working environment, as well as the individuals
working in it, and therefore on their commitment
levels, it is imperative that those charged with man-
aging culture be able to identify the dimensions of
culture and to develop a strategy for changing it. The
dependence of organizational commitment on culture
is due to the fact that when the values, orientations,
definitions, and goals stay constant — even when
procedures and strategies are altered — organi zations
return quickly to status quo. The same is true for
individuals. Personality types, persona styles, and
behavioral habits rarely change significantly, despite
programs to induce changes such as diet, exercise
regimen, or charm schools. Without an alternation of
the fundamental goals, values, and expectations of
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organizations or individuals, change remains super-
ficial and short-term in duration. Modifying organi-
zational culture, in other words, is a key to the cre-
ation of organizational commitment in the
organizations, which will also help in the adaptation
to the increasing turbulent environment faced by these
modern organizations.

Commitment is broadly understood to comprise only
the base of commitment and focus of commitment.
The content of these concepts is too simple to cov-
er culturally relevant issues in organizational stud-
ies. One reason for thisis probably the predominantly
guantitative techniques of commitment studies. The
conceptual reasoning has been oriented to develop
better survey measures of commitment, not to broaden
theoretical instrument. These are needed to make the
nature of the binding force of commitment more
evident.

The distinction between commitment and idea, com-
mitment and agent, along with ensuing distinctions
in objects of commitment would broaden the scope
of studies of organizational commitment.

The inherently social nature of organizational com-
mitment is often forgotten when commitment is un-
derstood as the psychological state of mind of an
individual. Research on organizational culture has
challenged this by emphasizing social relations as
determinants of individual meanings. Aggregation of
individual perceptions of an entire organization is not
enough. A more multi-dimensional analysis of com-
mitments in organizations opens up a research field
where commitments can be approached more quali-
tatively, both as instruments and constituents of or-
ganizational culture.

Conclusions of this study are limited by the respond-
ents being only from one industry i.e., automobile
industry and reliance on self-reported cross-section-
al data. Though most of the organizational factors con-
tribute to predict the dimensions of organizational
commitment but it is possible that the variables, which
did not contribute directly, may have had indirect
connection, which was mediated by other variables.
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