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A TEMPORAL ANALYSIS OF THE RELATION BETWEEN ORGA-
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Meyer, Becker, and Vandenberghe (2004) recently proposed a model linking
work motivation to organisational commitment. Two studies tested these links
prospectively with employees from a Canadian telecommunications company
and from an Italian autoparts company. Self-determination theory provided the
framework to measure work motivation, such that measures of external, intro-
jected and identified regulation, and intrinsic motivation were linked to Allen
and Meyer's (1990) and to O’Reilly and Chatman’s (1986) tripartite models of
organisational commitment. We hypothesised that Time | motivation would be
related to changes in commitment over time, but that Time | commitment
would not be related to motivational changes over time. Results supported
hypotheses for affective and normative commitment, but not for continuance
commitment.

Organisational commitment has become an important concept in organi-
sational behaviour over the past few decades. It is defined as a psychological
state or a force that binds the individual to a target, in this case the organisa-
tion (Allen & Meyer, 1990; Meyer, Becker, & Van Dick, 2006). The breadth
of this definition has allowed researchers to examine different types of com-
mitment to organisations, their development, and their effects on people and
organisations.

Allen and Meyer (1990) proposed a tripartite conceptualisation of organ-
isational commitment. Affective commitment is defined as the emotional
attachment and identification a person has to an organisation, and that per-
son’s involvement in that organisation. For example, one can feel proud to be
a member of organisation X and truly want X to be successful. Normative
commitment is defined as a feeling of obligation or loyalty toward an organ-
isation. For example, one can feel loyal to a family business or indebted to
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an organisation because it has paid for one’s education. Continuance con,.
mitment is defined as the perceived cost of leaving an organisation, For
example, one can stay in an organisation in order not to lose a good pension
plan, or because one has poor job alternatives (Meyer, Stanley, Herscovitch,
& Topolnytsky, 2002).
O’Reilly and Chatman (1986) proposed a different tripartite conceptual;-

sation of organisational commitment based on Kelman’s (1958) theory of
attitude change. To them, organisational commitment is the attitude one has
about the organisation that can develop through one of three mechanisms,
The first mechanism, identification, represents feeling like an integral mem-
ber of the organisation, having a sense of belonging, and a sense of pride.
The second mechanism, internalisation, represents acceptance of organisa-
tional values, and a willingness to adhere to these values at work. The authors
often merge these two subscales to form a single dimension that they call
normative commitment. In this paper, however, we will give it a different
name to avoid confusing it with Allen and Meyer’s (1990) normative com-

mitment concept, and call it integrative commitment. The third mechanism,

instrumentality, represents a willingness to remain in the organisation only to
the extent that one gets something in return, such as satisfying pay, benefits,
or other rather extrinsic advantages. 1t is related to strong reward systems
(Caldwell, Chatman, & O’Reilly, 1990) and to turnover (O’Reilly &
Chatman, 1986).

It is relatively easy to see the similarities between the two models of
organisational commitment. Affective commitment is likely to be correlated
positively with internalisation and identification to the organisation.
Normative commitment is also likely to be somewhat related to these two
dimensions, albeit less strongly. Continuance commitment is likely to be pos-
itively related to instrumental commitment (even though one focuses on costs
and the other on gains). Becker (2004) examined the overlap between the
constructs offered by the two theories of commitment and asked respondents
to complete both measures of commitment. When all forms and bases of
commitment were factor-analysed, he found a two-factor structure where
affective, normative, identified, and internalised commitment load onto one
factor, and continuance commitment loads onto a second factor (instrumen-
tal commitment was not measured). However, when examining each scale
separately, he found a three-factor solution for the Allen and Meyer (1990)
measure, and a two-factor solution for the O’Reilly and Chatman ( 1986)
measure (identification and internalisation). His research therefore shows the

conceptual overlap between the two theories of organisational commitment.
The goal of the present studies was to examine th
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ment has been conceptualised. We also wanted to examine how (:iffe;]rteer:
f oreanisational commitment develop. How does one come to in :
fon'ns 'o d g ntify with an organisation? How does one come to feel obllge
g 1ke ayn organisation? Self-determination theory (SDT;. Deci &
;g)"a(:lr Slt;§5 l;(’)00 2008; Gagné & Deci, 2005; Gagné ic Forest,k in E)):le\f:;
, ; ; i isation to understand how work m
PTOP?SCS a‘:; c(z):[::e?:e:lflyl,nvtf;n :rl(l)i:g;znand test whether the different forms
g:\;ergo:r;isational commitment will emerge from such motives.

Self-determination theory

I o
Self-determination theory (SDT; De.cx & Ryap, 1'985’12?0'?5218[22;3;?;8‘
between intrinsic motivation and extrinsic motivation. r;enﬁnd s
refers to doing an activity for its own salfe, l?ecalise pe;‘c;rpast e
itself to be interesting and inherently sz&hsfymg. r'11c0 5 ,The i
vation refers to doing an activity for an 1r}stxfumentc:j re me. e
proposes that a psychological proceis ISW ;lr;::/;)llvlee i dl;l v ok
40 IOfm[;et;atZi‘ih:gsergagio?nSl’aehaviours that express the.:se val}Jes
au:iononllou'ls‘h};s process is called internalisation, deﬁned. as “the actlvelass1[rkt11€-:
flln 'goaof'.behavioural regulations that are on'ginally alien or (T,xtema. t;cal-
ls::ltil’c’"(‘Rya.n 1995, p. 405). Internalisation does not imply thgt grll) ferxtr:(r;poses
ly motivated person becomes intrinsiclall‘y motlyate_d. Ir:;:;acgm it r;:: .
that there are different types of extrinsic motlvat.lonl il pre
controlled by external factors, or that can be re]atllve y ooy
regulated through a person’s acquirc?d goals and va ues. e
vation can be aligned along a continuum representing
gy hak:/e lbf:/mexllr:itiirg: l;,sret::r:nal regulation, which refers to doing an.acgwte)_'
At: i rgwards or to avoid punishments. Behaviour so regula.ted 1st rzrm
tfo Z :?)]rrrlxpletcly externally controlled. Next, [ntrojected‘ regulz{ttonlilife e
ttcl); regulation of behaviour through. se!f-wonh lcopt:lnsgsr:lclzsi[ il
involvement and guilt. It involves taking in a regu ag(; T A
internally pressuring, and thus involves only pa}ma Sk e
remains controlling, not volitional. People engage in a G P
to an activity out of guilt or compulsm_n, or to main i g
(Koestner & Losier, 2002). Next, identified regulatzqn re e;s A
activity because one identifies with its value or mealnmg, ;r;ople B 2
’s own, which means that it is autonomously.regu ate' s ok A
Ontfe;:vio&r or commit to an activity based on its percelved.me;n;ng; i
?elation to personal goals (Koestner & Losier, 2002). Identified reg
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differs from intrinsic motivation in that the activity is done not so much for
its own sake (because it is interesting and fun), but for the instrumenta| value
it represents. Identified regulation is driven by values and goals, whereag
intll’in'sic motivation is driven by emotions that emerge while engaging in the
activity.

In sum, when putting these forms of motivation on the continuum of inter-
nalisation, external and introjected regulation represent controlled motivq.
tion, whereas identified regulation and intrinsic motivation represent
autonomous motivation. Research in different domains, such as education
(Williams & Deci, 1996), sports (Vallerand & Fortier, 1998), work (Blais,
Briere, Lachance, Riddle, & Vallerand, 1993), and health care (Williams,
Grow, Freedman, Ryan, & Deci, 1996), has supported that the types of moti-
vation form a quasi-simplex pattern that represents variation in underlying
internalisation, which means that adjacent subscales on the continuum corre-
late positively while non-adjacent subscales are uncorrelated.

It is important to note that, although the concept of identification within
commitment theories and within self-determination theory appears to be the
same, the object of the identification differs. Identified regulation as defined
in self-determination theory focuses on endorsing the value of engaging in a
behaviour as one’s own. Identification as defined in the commitment litera-
ture focuses on how organisational membership becomes part of one’s iden-
tity or self-concept. We must also acknowledge the similarities and differ-
ences between identified regulation and organisational identification
(Ashforth & Mael, 1989). Organisational identification is the “extent to
which individuals define the self in terms of the membership in the organi-
sation” (van Knippenberg & Sleebos, 2006, p. 572; see also Meyer et al.,
2006 for a discussion of the difference between commitment and social iden-
tity, which is similar to organisational identification). Although van
Knippenberg and Sleebos (2006) argue that identification to the organisation
leads to the incorporation of values, norms and interests into the self, self-
determination theory goes further by saying how this happens.
Organisational identification theory does not specify if identification to the
organisation occurs before or after values, norms and interests have been
internalised. In contrast, self-determination theory says clearly that identifi-
cation takes place because a value or an interest has been internalised.
Moreover, the definitions of the self differ in the two theories: whereas the
self is defined as self-concept in organisational identification theory (how
you view yourself), the self is defined as an integrative organismic mecha-
nism in self-determination theory (akin to Sperry’s concept of consciousness,
and James concept of will; see Deci, 1980). These different definitions of self
also have consequences for the definitions of identification. Based on these
differences, we expect these different constructs to be related but distinct.

Rt
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Relations between motivation and commitment

Recently, Meyer and colleagues (2004), and Meyer and Herscovitch
(2001) have proposed that organisational commitment is actually a compo-
nent of work motivation, an argument that follows naturally from their
revised definition of commitment, which now asserts that the target of com-
mitment can be both an entity and the outcome of a course of action relevant
to that target (Meyer & Herscovitch, 2001). We argue that it is still important
to distinguish between motivation and commitment by treating them as con-
structs with different targets. We therefore propose that the target of com-
mitment is an entity (e.g., organisation, person or event), whereas the target
of motivation is a course of action (for which movement is necessary).

Meyer and colleagues (2004) also proposed that the different forms of
motivation within the SDT framework and the three forms of commitment in
their model both fall along a continuum of increasing internalisation extend-
ing from externally driven to internally regulated motivation and commit-
ment. We similarly argue that there is considerable conceptual overlap
between types of motivation and types of commitment. Affective commit-
ment (and integrated commitment) represents a desire to follow a course of
action (Meyer & Herscovitch, 2001), and so does both intrinsic and identi-
fied motivation. Normative commitment represents an internalised feeling of
obligation, and so does introjection. Continuance commitment represents a
focus on pressure by the calculation of costs associated with failure to follow
a course of action, and instrumental commitment represents a focus on gains
associated with helping the organisation. Both therefore have a focus on
external and more tangible factors that influence engagement, which is sim-
ilar to external regulation.

In a model delineating how goal setting is related to performance, Meyer
and colleagues (2004) proposed that commitment leads to increased
autonomous motivation, which will lead to the setting of more difficult goals,
greater effort, and higher performance. Similarly, Meyer and colleagues
(2006) propose that social identity leads to the adoption of either controlled
or autonomous motivation, although they also assume that reciprocal effects
are likely to exist. The argument therefore goes in one main direjcti(.)n; when
people feel attached to, obliged toward, or stuck into, an orga.lmsatlc?n, they
will want to, feel they should, or feel they have to, accomplish t_helr wor'k
tasks (Meyer & Herscovitch, 2001). Meyer et al.’s (2004) explanation of this
proposition, however, could possibly imply different causal paths. For exam-
ple, they say that: “[Affective commitment develops throughl gny.pt'arsonal or
situational variable that contributes to the likelihood that an individual .w111
(a) become involved (intrinsically motivated, absorbed) in a.course of a;tlon,
(b) recognise the value-relevance of association with an entity or pursuit of a
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course of action, and/or (c) derive his or her identity from association with
an entity, or from working toward an objective” (Meyer et al., 2004, p. 3 16).

This implies that motivation would be one of the bases through which
commitment develops: the bases they describe represent exactly three formg
of motivation proposed in SDT: intrinsic motivation, identified regulation,
and integrated regulation! (Deci & Ryan, 1985; 2000; 2008).

We propose that motivation is a basis for organisational commitment: it is
the nature of the motivation to work that will lead to the development of cer-
tain types of commitment to an organisation (because of the internalisation
that will take place). In other words, we propose that when people want to,
feel they should, or feel they have to, accomplish work tasks, they will either
become attached to, feel obliged toward, or feel stuck into, an organisation.
As Meyer and colleagues (2004) argue, however, it is very likely that moti-
vation and commitment will have reciprocal relations over time. Their model
includes indirect paths through which motivation can feedback into increased
organisational commitment through goal setting and performance. We would
argue for adding direct paths from motivation to commitment, which would
in turn lead to performance.

Some research points to how autonomous motivation is likely to be relat-
ed to organisational commitment. Vallerand, Fortier, and Guay (1997) found
that adolescents who endorsed autonomous reasons for attending high school
were less likely to want to drop-out, and to actually drop-out of high school.
Relatedly, Green-Demers, Pelletier, and Ménard (1997) found that correla-
tions between engagement in environmental behaviour and autonomous
motivation were stronger for difficult environmental behaviours than for easy
behaviours. Gagné (2003) found that a work climate that supports basic
needs for autonomy, competence, and relatedness (which are associated with
higher autonomous motivation; Deci & Ryan, 2000) was negatively related
to turnover in volunteer workers. Millette and Gagné (2008) also found that
volunteer workers’ autonomous motivation was positively associated with
their engagement in their volunteer work. Finally, Bono and Judge (2003)
found a positive relationship between autonomous reasons for pursuing work
goals and affective commitment.

!Integrated regulation is another type of motivation that is sometimes included in the con-
tinuum. However, when we attempt to measure it, it is very difficult to separate it from identi-
fied regulation. For this reason, it is not in either the Blais nor the Gagné scales.
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Hypotheses

We propose four hypotheses about the relz.itions betwc?en 'wo:k m((j).tnslauon
and organizational commitment to be tesu?d in .two l'ongltud}na.sn'l ies. :

H1: Autonomous forms of motivation (identification and l.ntrmsnc rg?uvi[
tion) will be more strongly and positively correlated to affective commitme
than will controlled motivation (introjected and external regqlation). e

H2: Introjected regulation will be more strongly a.nd posmve y correl aee :
to normative commitment than will autonomous motivation and external reg
UIa;-llcj?r'.l.Extf:mal regulation will be more strongly and posi.tively cqrrela}edt tg
continuance commitment than will autonomous motivation and introjecte
reg;llitl(;\x/ll‘otivalion will predict changes in organi'sationzlal Qomnntment.
Organisational commitment will not predict changes in motivation.

Study 1

The purpose of this study was to test the hypothesgs gsing O’Rel%ly an;i
Chatman’s (1986) tripartite conceptualisation of organlsatl(?nal ?ommltme}r;i
Because there is no equivalent to normative commitment in this theory,

was not tested in this study.

Method

Farticipants

Employees from two departments of a Canadian tele.comm:[nrllc‘:ia:’rt:;)nls
company completed a questionnaire on two separate O(IJC?lSlonS.d sl .
we obtained complete data from 158 employees (techmc.lans an six ; da;t)a
resentatives), and at Time 2 (13 months later) we pbtamed conlllp 16\ 5era .
from 98 employees, 62 of which had completed Time 1 as well. - ttg‘e
tenure in the company was 12.4 years (range 3 months to 39.7 yelzrs);\ e
average age of the workers was 36.77 (range 29 to 60 years o /321 : Wgo Fiaon
tenure did not influence results, and so are not discussed further.
were unionised, and all were native French speakers.
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Procedure

Employees received envelopes containing a questionnaire packet, 3
stamped return envelope, a cover letter explaining the study and a consent
form stressing the fact that their participation was confidential and voluntary.
They were asked to mail the questionnaires back directly to the UniVel’Sity
once completed to ensure that their managers would not see their responses,
Aggregate results were fed back to the company, and written reports were
made available to all respondents. The same procedure was used at Time 2

Measures

Work motivation

We used the French validated Work Motivation Inventory (Blais et al.,
1993), where employees are asked to rate reasons for doing the job they do,
representing the different forms of motivation on a 1 (Completely disagree)
to 7 (Completely agree) scale. Subscales included external regulation
(4 items, e.g., “Because I make money at this job”, o = .81 at Time 1 and a
= .38 at Time 2), identification (4 items, e.g., “Because it is the type of job I
chose to realise my career goals”, a = .79 at Time 1 and a = .90 at Time 2),
and intrinsic motivation (12 items, e.g., “Because I have a lot of fun at this
job”, a = .95 at Time 1 and o = .94 at Time 2). Identified and intrinsic moti-
vation were merged to test hypotheses (o = .96 at both Time 1 and 2). We
merged the last two subscales into autonomous motivation because they were
highly correlated and because we did not need to distinguish them to test our
hypotheses. Furthermore, Gagné, Forest, Gilbert, Aubé, Morin, and Malorni
(2008) showed in a confirmatory factor analysis that, for another measure of
work motivation (used in Study 2), we can represent its structure by first-
order factors that represent each subscale as well as by a second-order struc-
ture that merges identified and intrinsic motivation together, and another that
merges external and introjected regulation together. Introjection was not
included since we did not have a measure of normative commitment.

Organisational commitment

We used O’Reilly and Chatman’s (1986) measure, which includes inte-
grative commitment (o = .94 at Time 1 and o = .91 at Time 2), composed of
two subscales labelled internalisation (5 items, e.g., “Since joining this
organisation, my personal values and those of the organisation have become
more similar”) and identification (3 items, e.g., “I talk up this organisation to
my friends as a great organisation to work for”), as well as instrumental com-
mitment (4 items; “Unless I am rewarded for it, I don’t see any reason to put
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extra effort in my work™; o = .41 at Time | and & = .34 at Time 2), rated on
a 1 (Completely disagree) to 7 (Completely agree) scale. Items were trans-
lated to French by a graduate student and back translated by another gradu-
ate student.

Because of internal reliability problems with the measures of external reg-
ulation and instrumental commitment, we decided not to further test H3 with

this data set.

Results and discussion

We conducted confirmatory factor analyses in order to evaluate the mea-
surement model. We used AMOS 7.0 (Arbuckle, 2006) and the “random
assignment” approach suggested by Little, Cunningham, Shahar, and
Widman (2002) to allocate items to the item-parcels used in the. first order
partial disaggregation model (Bagozzi & Edwards, 1998; Landis, Beal, &
Tesluk, 2000; Williams & O’Boyle Jr., 2008). The principal advantages of
the partial disaggregation model are that it reduces the number of parameters
to be estimated and at the same time tends to decrease measurement error
(Bagozzi & Edwards, 1998). We used subscale assignmejn.t for integrative
commitment (three parcels: one for identification comprising three items,
and two parcels for internalisation, one comprising three items, the ott?er t.wo,
randomly assigned). Four parcels were created for autonomous motlvatx.on.
One for the identification subscale, comprising four items, one for the stim-
ulation subscale of intrinsic motivation, one for the actualisation subs'calf: of
intrinsic motivation, and one for the learning subscale of intrinsic motivation.
The results fully supported a two-factor model for integrative commitment
and autonomous motivation and showed that this model presented a signifi-
cantly better fit to the data than a one-factor model. ;

Means, standard deviations, and correlations are presented in Table 1. A[
Time 1, integrative commitment was positively related to autonomous moti-
vation, supporting H1. We could not compare this.correlatlon with the one
with external regulation, because of internal reliability problf:r.ns we had with
this subscale. At Time 2, integrative commitment was p051t1v-ely related to
autonomous motivation, supporting H1. A cross-lagged ana.lys1.s of the zero-
order correlations revealed a temporal pattern between motlvatlon and com-
mitment. Autonomous motivation at Time 1 was positively rfggtledbt(i iﬁtzz
grative commitment measured 13 months later, 7 = 42, p :] (;us r;lo;vation
grative commitment at Time 1 was not correlated to autono i
at Time 2, r = .07, ns. Therefore, we found good support for part 0 .
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Table 1
Study 1: Means, standard deviations, and cross-sectional correlations
Variable Mean TI SDTI MeanT2 SD T2 I 2
I.  Autonomous motivation 4.67 1.27 4.83 1.71 66%**
2. Integrative commitment 4.41 1.48 4.25 1.48 Skt .

Note. N = 62. Correlation for Time 1 is below and for Time 2 above the diagonal. *** p, < (01

To test H4 more stringently, we conducted a cross-lagged analysis through
patt% analysis with LISREL (Joreskog, 1979). Like Van Dick Gro'ezﬁ]
Christ, and Wieseke (2006), we accepted a significance value c;f p <J 16
because of our small sample size. Results are summarised in Figure 1 We
fqund support for the hypothesis that autonomous motivation T1 lea(is to
higher integrative commitment T2. However, even though we obtained a
two-faf:tor structure in CFA, we had a multicollinearity problem in this
an‘alysm that led to a significant negative relation between integrative com-
@tment T1 and autonomous motivation T2. Comparing this significant neg-
at.lve relation to the zero-order correlation, which was positive and non-sig-
mﬁcfam, indicates a suppression effect, whereby the relation between intﬁ-
gratlvc? commitment and autonomous motivation at Time 2 is inflated in the
opposite direction because of apparent multicollinearity between the

(2)3(s)e(:)rved indicators used in this analysis (MacKinnon, Krull, & Lockwood
Y ) , )

Integrative

.25
commitment
T1

-.30*

Integrative et

commitment @
T2 \

(0l

il

.29*
Autonomous Autonomous /
motivation ivati
R — motivation
T1 T2

Ilgl‘“e 1
Cross lagge‘ia lalyé[& ()f“lf 610”61! bel veen commitment and moti ation, Stud /
N()fe. p<.10, [)(.()5, p<.00l ; , ¥
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Study 2

To replicate these results, we conducted a second study with three varia-
tions. First, we used a sample of Italian workers to generalise the results in a
different country and different industry. Second, we used Meyer and Allen’s
(1997) tripartite conceptualisation of commitment, which included adding
normative commitment to test H2, and solving the low reliability problem
with instrumental commitment, and the multicollinearity problem with
autonomous motivation. Third, we changed the measure of motivation to
take care of the low internal consistency problems with external regulation.

Method

Participants

Employees from a Northern Italian plant that produces motor components
completed a paper survey (containing the motivation and commitment
scales) at home, after their work shift on two separate occasions. At time 1,
the Italian plant was undergoing a merger (passing from a US-based compa-
ny to a Germany-based company) and we obtained complete data from 172
employees (for a response rate of 48%). At Time 2, six months later, we
obtained complete data from 129 employees (for a response rate of 35%), 81
of which had completed Time 1 as well. The age of the 81 respondents
ranged from 20 to 60 years, with a mean age of 41 years (SD = 8.93) and 77%
of respondents were male. The sample was composed of 71% blue-collar
workers, 25% white-collars workers and 4% manager. Tenure in the organi-
sation ranged from some months to 37 years (M = 13.13, SD = 9.1), and
tenure on the job ranged from some months to 40 years (M = 1259, SD =
8.7).

Procedure

Both times, at the end of their work shift, employees received envelopes
containing a questionnaire packet, a cover letter explaining the study and a
consent form. The employers gave back the questionnaires directly to the
researcher in the porter’s lodge once completed. Aggregate results were fed
back to the company at the end of project, and written reports were made
available to managers and local unions.
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Measures

Work motivation

Respondents completed the Motivation at Work Scale (Gagné et al., 2008)
on a 1 (completely false) to 5 (completely true) scale. This newly developed
measure attempts to improve over the Blais scale by augmenting the internal
reliability of the scales and improve the face validity of the items. Items were
responses to the question “Why do you do this job?”. Subscales include
external regulation (4 items, e.g., “Because this job provides security”, a =
.73 at Time I, o = .88 at Time 2), introjected regulation (5 items,’e.g
“Because I have to be the best in my job, [ have to be a winner”, o = .85 at
Time 1, o = .89 at Time 2), identified regulation and intrinsic motivation. We
@erged the last two subscales into autonomous motivation because they were
highly correlated and because we did not need to distinguish them to test our
hypotheses (11 items, e.g., “Because this job fits my personal values
Because this job is very interesting”, a = .94 at both Time 1 and 2). As men:
tioned in Study 1, Gagné et al. (2008) showed in a CFA that this measure can
be represented by first-order factors that represent each subscale as well as
by a second-order structure that merges identified and intrinsic motivation
together, and another that merges external and introjected regulation togeth-
er. This scale was validated in French and in English and was translated into
Italian by a professional translator.

Commitment

We used two subscales of Meyer and Allen’s (1997) measure, affective
(6 items, e.g., “This organisation has a great deal of personal meaning for
me”, q =.79 at Time 1, a = .88 at Time 2) and normative (6 items, €:8.. 5 This
organisation deserves my loyalty”, o =.78 at Time 1, a = .79 at Time 2). We
gsed Powell and Meyer’s (2004) measure for continuance commitment (9
items, e.g., “I would not leave this organisation because of what I would
.star%d to lose”, “One of the few negative consequences of leaving my organ-
isation would be the scarcity of available alternatives”, a = .78 at Time |
a = .81 at Time 2). All items were measured on a | (strongly disagree) to 5
(strongly agree) scale.

Results and discussion
We conducted confirmatory factor analyses like in Study 1. We created

three random parcels for affective and normative commitment. We also cre-
ated 3 parcels for continuance commitment, based on low alternatives (1 par-

i
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cel of 3 items) and high sacrifice (2 parcels of 3 items each).? We created 4
random parcels for autonomous motivation and 2 parcels for introjected reg-
ulation and for external regulation. For autonomous motivation and affective
commitment, a two-factor structure fitted the data better than a one-factor
model. For normative commitment and introjected regulation, a two-factor
structure also fitted the data better than a one-factor model. For continuance
commitment and external regulation, a three-factor structure representing
high sacrifice, lack of alternatives, and external regulation fitted the data bet-
ter than a one-factor model and a two-factor model (i.e., where the two sub-
components of continuance commitment were merged).
Table 2 presents means, standard deviations and correlations between the
variables. It is remarkable that despite major organisational changes, the
means and correlations on motivation and commitment did not change much
over time. Data provided good support for the first three hypotheses. At Time
1, affective commitment was positively related with autonomous motivation.
This correlation was significantly higher than the one with external regula-
tion, #(78) = 3.69, p < .01, but was not significantly higher than the one with
introjected regulation, #(78) = 1.67, ns. Therefore, we found partial but rela-
tively strong support for H1. Normative commitment was positively related
with introjected regulation. This correlation was equal to the one with
autonomous motivation, #(78) = .00, ns, and significantly higher than the one
with external regulation, #(78) = 2.77, p < .0L. Therefore we found partial
support for H2. High sacrifice was positively related to external regulation.
This correlation was equal to the one with autonomous motivation, #(78) =
0.07, ns, and to the one with introjected regulation, 1(78) = 0.25, ns. Low
alternatives was also positively related to external regulation. This correla-
tion was higher than the one with autonomous motivation, #(78) = 4.91, p <
.01, and the one with introjected regulation, #(78) = 2.26, p < .05. We there-
fore found support for H3 only for the low alternatives component of contin-
uance commitment.

2Bentein, Vandenberg, Vandenberghe, and Stinglhamber (2005) proposed that continuance
commitment could be better characterised by two distinct components: the perceived sacrifice
associated with leaving, and the costs resulting from a lack of employment alternatives. These
components have consistently been found to be related to one another, but differentially related
to other constructs, suggesting that the Allen and Meyer (1990) framework may be defined
through four, rather than three, dimensions (Dunham, Grube, & Castafieda, 1994; Hackett,
Bycio, & Hausdorf, 1994; Meyer, Allen, & Gellatly, 1990).
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Table 3

Study 2: Cross-lagged analyses using zero-order correlations

Autonomous Introjected  External Autonomous [ntrojected EXlCma]
motivation regulation regulation motivation regulation regulation
Tl 1 Tl T2 T2 ™
Affective commitment T1 56%** 32wk 16
Normative commitment T1 53k 45%%% 17
High Sacrifice commitment T1 20%* At 8%
Low Alternatives commitment T1 -27* .10 37
Affective commitment T2 Sgtxs S4xxx 21
Normative commitment T2 50%%* S5KxE 30%*
High Sacrifice T2 18 33%¥ 31x*
Low Alternatives T2 =17 .02 3=

Note. N =81, * p< .05, ** p < .01, *** p < 001
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mative commitment, but normative commitment was not a Predictor of change
in introjected regulation. Again, this supports H4. The .analysxs was rePeated with
external regulation and the two components f’f continuance commitment (see
Figure 3). External regulation was not a sigmfjlcam pr.edlct.0r of change' in the
high sacrifice component of continuance commqment, just like the opposite was
also non-significant. However, the low alternatives component of con.tlnuance
commitment was a significant predictor of change in external regulau?n. The
opposite was non-significant. Therefore, H4 was not supported fqr continuance
commitment, and even showed the opposite trend for low alternatives.

Affective
commitment
T2

Affective 57

High sacrifice at Time 1 was positively related to external regulation at
Time 2, and external regulation at Time 1 was equally related to high sacri-
fice at Time 2. The correlation between high sacrifice T1 and external regu-
lation T2 was not significantly higher than the one with autonomous motiva-
tion T2, #(78) = 0.07, ns, nor was it with introjected regulation T2, #(78) =
0.97, ns. The correlation between high sacrifice T2 and external motivation
T1 was not significantly higher than the one with autonomous motivation T1,
t(78) = 0.90, ns, nor was it with introjected regulation T1, #(78) = 0.16, ns.
Low alternatives at Time 1 was positively related to external regulation at
Time 2, and external regulation at Time | was also positively related to low
alternatives at Time 2. The correlation between low alternatives T1 and exter-
nal regulation T2 was significantly higher than the one with autonomous
motivation T2, #(78) = 5.28, p < .01, and the one with introjected regulation
T2, 1«(78) = 2.14, p < .05. The correlation between low alternatives T2 and
external regulation T1 was significantly higher than the one with autonomous
motivation T1, #(78) = 3.31, p < .01, and the one with introjected regulation
T1, «(78) = 2.21, p < .05. Therefore, we found support for H3 only for the
low alternatives component of continuance commitment. These results also
do not offer complete support for H4; although motivation and commitment
were related over time, the relations were as strong in both directions.

To test H4 more stringently, we conducted a cross-lagged analysis through
path analysis (Joreskog, 1979). Like Van Dyck and colleagues (2006), we
accepted a significance value of p < .10 because of our small sample size. Results
are summarised in Figure 2. Autonomous motivation at Time 1 was related to
affective commitment at Time 2, whereas the opposite path from affective com-
mitment at T1 to autonomous motivation at Time 2 was not significant, support-
ing H4. The analysis was repeated with introjected regulation and normative
commitment. Introjected regulation was a significant predictor of change in nor-

617"

Autonomous

commitment \
T

motivation Z 79

.09

24

Autonomous
motivation

.00

T T2
Normative T3 Normative 4____@
commitment commitment
T1 T2

30
567
A4
j jected
Introjected Introject
regulation e regulaton [ @
T1 § T2

Figure 2

; ; ; ] i
Cross-lagged analyses of the relation of affective and normative commitmen

to motivation, Study 2

Note. +p<.10; *p<.05; ***p<.001
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regulation
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88ed analyses of the relation of continuance commiy,
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Bl external regulation, Study 2 T
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onto Meyer and Allen’s (1997) commitment forms, we tested and found that
affective commitment is most related to autonomous motivation, and that
normative commitment is most related to introjected regulation. We also
found that both components of continuance commitment are related to exter-
nal regulation, but this link was stronger than the other correlations only for
low alternatives. High sacrifice was equally related to external and introject-
ed regulation, and to autonomous motivation. Similarly, using O’Reilly and
Chatman’s (1986) conceptualisation of commitment, we found that integra-
tive commitment is highly related to autonomous motivation. Unfortunately,
we could not test the hypothesis that instrumental commitment is positively
related to external regulation because of low internal reliability problems
with these two measures. Overall, these results provide support for Meyer et
al.’s (2004) propositions regarding links between different types of motiva-
tion and different forms of commitment. Meyer et al. (2004) proposed that
motivation and commitment both follow a continuum reflecting increasing
degrees of internalisation. In our studies, motivation accounted for about
10% to 50% of the variance in organisational commitment.

We also found that motivation influences organisational commitment over
time, and that commitment rarely influences work motivation over time. In
Study 1, autonomous motivation predicted changes in integrative commit-
ment. In Study 2, autonomous motivation predicted changes in affective
commitment, and introjected regulation predicted changes in normative com-
mitment. The results were however different for continuance commitment.
External regulation did not predict either component of continuance com-
mitment. However, low alternatives predicted changes in external regulation.
We do not know why the effect was reversed for low alternatives. It is possi-
ble that different forms of commitment develop differently. More internalised
forms of commitment may develop through internalisation of motivation.
Does high sacrifice involve any level of internalisation? It seems to involve
more internalisation than low alternatives, which involves looking “out-
wards” to see if it is worth staying or not. It may be that the least internalised
forms of commitment develop through mechanisms other than motivation,
such as economic conditions and self-confidence. We cannot conclude from
these two studies with only 2 time points whether this is a replicable finding
and if different mechanisms influence affective, normative and continuance
commitment, but it does open the door to more detailed tests of these
relations.

Nonetheless, we found support for the premise that internalisation is a
mechanism through which some forms of organisational commitment can
develop and change over time. It also gives preliminary support to the
premise that work-related events that have been shown to influence internal-
isation of work motivation (e.g., managerial support; Baard, Deci, & Ryan,
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2004; Deci, Ryan, Gagné, Leone, Usunov, & Kornazheva, 2001; Gagng,
Koestner, & Zuckerman, 2000) are likely to influence organisational com,.
mitment. It is interesting to note that the present results point to a distinctiop
between the constructs of identified regulation and identification within com-
mitment theories. Confirmatory factor analyses supported a mode] where
these two targets of identification can be distinguished psychometrically_
Moreover, if there had been substantial overlap between the two measures,
cross-lagged analyses would have been highly significant in both directions,
But our results showed an unidirectional effect, which further demonstrates
that these constructs are distinct.

In the present studies, we only tested longitudinal effects over 2 time peri-
ods, providing only a limited test for reciprocal effects. Although we used
path analysis to give us more unequivocal information about these reciprocal
effects, future research should use more than two time points to test possible
cyclical effects with bigger sample sizes and latent growth modeling. The
internal reliability problems in Study 1 for instrumental commitment and
external motivation precluded us from adequately testing H3 and H4.
Fortunately, we did not have these problems in Study 2 and we were able to
test our hypotheses more assuredly. Although we cannot preclude that we
may have obtained inflated relations between motivation and commitment
due to common method bias, future research could use behavioural indica-
tors of motivation and commitment (e.g., persistence and turnover) to further
validate our findings.

Our results provide preliminary evidence that motivational internalisation
can explain how employees become committed to their organisation.
Although patterns of influence between motivation and commitment did not
differ based on tenure in the organisation in our samples, using samples of
newcomers will be essential if follow up research wants to examine fully how
commitment develops. Future studies should also examine the role of social
organisational context in promoting internalisation and commitment. Self-
determination theory proposes that contexts that are “autonomy supportive”
promote internalisation (Deci et al., 2001; Gagné et al., 2000). Future
research should also examine how increases in commitment through inter-
nalisation are related to other organisational outcomes, such as absenteeism,
turnover intentions, and in-role and extra-role performance-related behay-

iours. Finally, similar to how Meyer and Herscovitch (2001) have proposed
looking at commitment profiles, which consists of examining how clusters of
forms of commitment can influence outcomes (e.g., Wasti, 2005, Gellatly,
Meyer, & Luchak, 2006). Future research could also examine if using moti-

vational profiles would add to the prediction or development of organisa-
tional commitment,

GAGNE, CHEMOLLI, FOREST, & KOESTNER

239

References

. .
A len J & Mevyer J.P. ]990 . T'he mea: ement and ntecedents o i , CONn-
y o yer, J. ( ) : sur ant : S. f affective, c
[.Nu. ance, and normative commitment to the Orgaana[lOn. JOlU'l(ll ()j
mn

1 ) 3, 1-18.
Occupational Psychology, 63, : . .
buckle ?L (2006). AMOS 7.0 user’s guide. Chxlca;,o. SPSS. 3 —
Arhlgcrth, B E & Mael, E (1989). Social identity theory and the org .
Ashforth, B.E., 9 o i X
y t Review, 14, 20-39. ' ' o
Acaderms of /‘[::’aﬂggg;:: R. (2004). Intrinsic need satisfaction: A motwauc;r}a‘ll
Baardl; P"qulf);celr’fm;nance and well-being in two work settings. Journal of Applie
asis
1 , 34, 2045-2068. :
So'ql?éng)\[:frﬁs J.R. (1998). A general approach for represcnt:tr;g Sc—;)nstructs
Bago;zx : "iza(;onal research. Organizational Research Methods, 1, 5-87. ome
o or“[%33[1(2004- August). Forms and bases of commitment.to orgamzatwgs. -
pecker ;1r lthé s‘ame,thing" Paper presented at the Annual Meeting of the Academy
an & !
t. New Orleans, LA. . .

Marl‘(age\r’r;igenbergv R., Vandenberghe, C., & Stmglhamber, E (2005?. IhTa::m

Bemc";. h'z’m e in the relationship between commitment and turn{(‘)c\:gr:182

Zrofvth riodeling approach. Journal of /?pp[igdAPss‘yclzl(:/g;lulc‘)rg;l . }i Sy

i ie N.M., Lachance, L., Riddle, A. i » R (1 i
B[ms‘L{\'/l'\lf:;l:irr]: :125 motivations au travail de Blais. [Blais’s work motivation inven
in : .

tory). Revue Québécoise de Psychologie, 14, 185 215.- P

Jrzi : & Judge, T.A. (2003). Self-concordance at work: Understa B e
e a.lio.,nal effect‘s of transformational leaders. Academy of Manageme :

V.

461’1 515)4[:’S7Cli.mtman I.A., & O'Reilly, C.A. (1990). Building organizz;u(;r:tas[—:m-
Caldwe't;ne;u"‘A multiﬁ;’m study. Journal of Occupatf'onal Ps:yclwlag)li,lI A.,LCXing[.cJ :
Deci rElL (léSO) The psychology of self-determination. Lexington, :

eci, E.L. : ) )

Bé’ik5~& Ryan, RM. (1985). Intrinsic motivation and self-determination in
Deci, E.L., , RM.

jor. New York: Plenum. i o i
. humn;ega::lorR M. (2000). The “what” and “why Qf goal purSLlults.z ;!frznﬁ .
pas n!ZeI:is and t%e s’elf:deterrninalion of behavior. Psyc]‘hol()glc?_l l:?:gybsy(;hological
ilitating optimal motivatiol
i, E.L., & Ryan, R.M. (2008). Faci : : 3
DCCl'vEeh—beingyacross life’s domains. Canadzalg P%](:hg:,gy:[ 498,LI4K s
i , RM., Gagné, M., Leone, D., sunov, I., o
57 ;a(')[(-)hl,) RI\)T’::d satisfaction, motivation, and well-being in the wozk loorgargu”e”m
(f a fo.rmer eastern bloc country. Personality and Social Psychology
o

L. G izati itment:

o 913%94émbe J.A., & Castaiieda, M.B. (1994). (?rgamzatlo;)al c;);m;;oggo.

Dunh?[r':l‘é ul.ili;y of an i,nu:grative definition. Journal of Applied Psychoo(;iy[,naﬁ,on R
Gagné, M. (2003). The role of autonomy support and autonomy

ivati i 199-223.
engagement of prosocial behavior. Motivation and Emotion, 27,

- i W motivation.
G ¢, M., & Deci, E.L. (2005). Self-determination lheory and work 1
agne, M., s Bl

Journal of Organizational Behavior, ?6, 1.531-362.. .
Gaené, M., & Forest, J. (in press). La motlvatlpn au travai
; t(’)déxérmination, [Work motivation according to self-detel

1 selon la théorie de l‘al}-
rmination theory.] In J.



240 MOTIVATION AND COMMITMENT INFL gy, -

Rojot, C. Vandenberghe, & P. Roussel (Eds.), Comportement organisationnej _
Volume 3: Théorie des organisations, motivation au travail, en
l'organisation. Bruxelles, Belgique: De Boeck.

Gagné, M., Forest, J., Gilbert, M.-H., Aubé, C., Morin, E., & Malorni, A. (2008). The
motivation at work scale: Validation in two languages. Unpublished map,.
script, Concordia University.

Gagné, M., Koestner, R., & Zuckerman, M. (2000). Facilitating the acceptance of
organizational change: The importance of self-determination. Journal of
Applied Social Psychology, 30, 1843-1852.

Gellatly, LR., Meyer, J.P., & Luchak, A.A. (2006). Combined effects of the three
commitment components on focal and discretionary behaviors: A test of Meyer
and Herscovitch’s propositions. Journal of Vocational Behavior, 26, 33 1-345.

Green-Demers, L, Pelletier, L.G., & Ménard, S. (1997). The impact of behavioural diffi-
culty on the saliency of the association between self-determined motivation and
environmental behaviours. Canadian Journal of Behavioural Science, 29, 157-166.

Hackett, R.D., Bycio, P., & Hausdorf, P.A. (1994). Further assessments of Meyer and

Allen’s (1991) model of organizational commitment. Journal of Applied
Psychology, 79, 15-23.

Joreskog, K.G. (1979). Basic ideas of factor analysis and component analysis. In K.G.
Joreskog & D. Sorbom (Eds.), Advances in factor analysis and structural equa-
tion models (pp. 303-351). New York, NY: University Press of America.

Kelman, H. (1958). Compliance, identification, and internalization: Three processes
of attitude change. Conflict Resolution, 2, 51-60.

Koestner, R., & Losier, G.F. (2002). Distinguishing three ways of being internally
motivated: A closer look at introjection, identification, and intrinsic motivation.
InE.L. Deci & R.M. Ryan (Eds.), Handbook of self-determination research (pp-
101-121). Rochester, NY: University of Rochester Press.

Landis, R.S., Beal, D.J., & Tesluk, PE. (2000). A comparison of approaches to form-

ing composite measures in structural equation models. Organizational Research
Methods, 3, 186-207.

Little, T.D., Cunningham, W.A., Shahar, G., & Widman K.F. (2002). To parcel or not
to parcel: Exploring the question, weighing the merits. Structural Equation
Modeling, 9, 151-173.

MacKinnon, D.P, Krull, J.L., & Lockwood, C.M. (2000). Equivalence of the media-
tion, confounding and suppression effect. Prevention Science, 1, 173-181
Meyer, J.P, & Allen, N.J. (1997). Commitment in the workplace: Theory, research,

and application. Thousand Oaks, CA: Sage Publications.

Meyer, J.P,, Allen, N.J., & Gellatly, LR. (1990). Affective and continuance commit-
ment to the organization: Evaluation of measures and analysis of concurrent and
time-lagged relations. Journal of Applied Psychology, 75, 710-720.

Meyer, J.P., Becker, TE., & Vandenberghe, C. (2004). Employee commitment and

motivation: A conceptual analysis and integrative model. Journal of Applied
Psychology, 89, 991-1007.

Meyer, J.P,, Becker, T.E., & Van Dick, R. (2006). Social identities and commitments

at work: Toward an integrative model. Journal of Organizational Behavior, 27,
665-683.

Meyer, I.P., & Herscovitch, L. (2001). Commitment in the workplace: Toward a gen-

gagement dapg

i
@

241
GAGNE, CHEMOLLI, FOREST, & KOESTNER

t Review, 11,299-326.
 Human Resource Managemen : .
i 1 mDJ Herscovitch, L., & Topolnytsky, L: (2002). Affec L
A e s -ytive commitment to the organization: A meta-analysis

; and normal -ational Behavior, 61,
tmuanile ts. correlates and consequences. Journal of Vocation.
antecedents,

—ty igni lunteers’ tasks to maximize motiva-
i < M. (2008). Designing VO ! axi -
e flgstgl:)\re)db:d ;()erformzmce: The impact of job charac;;n:t;cf)s;n the ou
ey of ivation and Emotion, 32, 11-22.
involvement. Motivation ‘ ‘ -
Fomes N VOlunC[;Z];r]r?:n J. (1986). Organizational cor.nmllmer}l and plzsltil(c:nogn
B ‘}11, &nt The eff;:cts of compliance, idcmiﬁczmor:l,gz;-njr ;gterna
ical attachment: 4 L Yo
i ‘a ial behavior. Journal of Applied Psychology, 71 2. sonent model
e & Meyer, 1.P. (2004). Side-bet theory avnd the t dagy Sy
i~ D.M”' i nzl c;ommilment. Journal of Vncau.onc.zl Behgwo: ti‘,/e n
y- Ol\r/%a(nll;gt;()) Psychological needs and the facilitation of integrative p
ph ; i 397-427. _ o
iy Ofgel:rs?g:rmﬂv/i 237( 1998). Measures of imrins.ic' and e;(tn;lsn;) Tdo:v(zg;c.);\
Valler‘and, iy dohys,ical activity: A review and critique. nm. o 83100,
:‘ISPO“':;”SPM sport and exercise psychololgy measureme: :
dvance £ > b ogv. '
: s Information Tec 3 n ,
Morgantown, WV-;‘SCS; I(n;u(;y, F. (1997). Self—determma.tlon ?\r;]d p::r;;;t;:g‘(]:s
N R‘J{‘lﬁ(;ns‘:;ingi ;l:oward a motivational mode]lﬁcl)f 1?178(‘: schoo
in a real-li : ' - ey .
] Social Psychology, /2, A :
foumgl (g Pe_";i"‘;f{‘f\);va"ghn_‘ﬁ‘ 0., & Wieseke, J. (2006). Identity and the extra
van Dick, R., Grojean, M.W., st,

# g U
mile ela sh etween O zZa al ldeﬂ“hcallon
b rgam
! R tionsnips tion dlld organizal lOHal cit

17, 283-301.
. g itish Journal of Management, &5 ) : e
EHe beham);r'sirel{:;]sl Fi).u(2006). Organizalional 1demlﬁcatéox.1 \;)er;ltxglz;peas .
g Kn.l pp?nbe‘rgé?[;mitmenr éelf—deﬁnition, social exchange, and JO
nizationa! : ! 71584 :
i-ational Behavior, 27,5 : G e
.Journal Ofoggg(g:)lrz:rtxi{:t'rlsent profiles: Combinations of orga'mzaﬁt;onza; (;:-(;08.
i S~A'f L s and job outcomes. Journal of Vocational l?eh-avéggsocial valitss by
iR Deci, E.L. (1996). Internalization of biopsy Lo o el
Wilhamsc.i Glct intS' A te.sl of self-determination theory. Journal of 3
medical stu :
Social Psychology, 70, 767179 Ryan, RM., & Deci, E.L. (1996).
s G/C DG oW, VIME Freedman, Z.R., yan, « oF ity e
Wllhay\‘: # 't'o‘;lal predictors of weight loss and weight-loss
otivati 126 j
i ial Psychology, 70, 115 : Yo
Sy am?gocll: lJfAyl;H. (?;08). Measurement models for h:::nrisearch
koo L{L &do inc?iiators.-, A review of human resourcel 8m;r31§g;f:‘2
i an § jew, = .
Var:‘f::rcels Human Resources Management Review, 10
usi .

Received June 6, iggg
Revision received November 3, v
Accepted November 6,



