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(ABSTRACT)

This study was an assessnent of the inportance of age,
gender, organizational tenure, perceived organizationa
support, perceived fairness, and perceived autonony in
expl ai ning affective organi zati onal conm tnent anong hi gh
school principals in the United States. Stepw se multiple
regression was used to determ ne which i ndependent vari abl es
expl ained a portion of the dependent variable, affective
organi zati onal conmm t nent.

A sanpl e of 396 high school principals, stratified by
gender, was drawn from a national data base devel oped by
Qual ity Education Data of Denver, CO The sanple consisted
of 132 femal es and 264 nales. Data were collected from
responses to a questionnaire that was mailed to all persons
in the sanple. Usable responses were received from 60
femal es and from 142 nal es.

Results of the stepwi se nultiple regression indicated



that 58 percent of the variation in affective organizational
comm t ment anong hi gh school principals was expl ai ned by
per cei ved fairness, organizational tenure, perceived
organi zati onal support, and high school principals age.

Per cei ved fairness explained the greatest percentage of

vari ation; age, which entered the regression equation |ast,
expl ai ned the | east anobunt of variation.

This study indicates that high school principals, first
and forenost, valued fairness fromschool districts in
return for their commtnent to school districts. The
chal | enge for superintendents and ot hers who work with high
school principals is to maintain fairness in educational
settings where there are many diverse and conpeting student

needs in the sanme school district.
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CHAPTER 1

BACKGROUND FOR
THE RESEARCH QUESTION

There has been a steady increase in the study
of organi zational comm tnent as a workpl ace
construct. Conm tnent has been defined and
operationalized in many ways; researchers agreed
that commitnent can take different forns, and that
it is a conplex construct (Meyer, Allen, & Smth,
1993; Mdttaz, 1988). Organizational conmm tnent
researchers have devoted nuch attention to the
matter of identifying the predictors of
organi zational commtnent. Predictors of conmmtnent
have been studied, not nerely to produce conm t nent
as an end in itself, but as a neans of I|inking
comm tnent to desirable organi zati onal outcones
such as inproved attendance and i nproved

performance (Mttaz).
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The current enpl oyee work environnent is one in
which at |east two specific organi zati onal
comm tnent issues cone to the forefront. One of
those issues is that enployees, including high
school principals, work in a nultiple-conmmtnent
world. The job itself, the school district, and the
prof ession conpete for principals’ |loyalty.
Principals may develop commtnent to a boss or to
prof essi onal associ ati on nenbership (Mrrow &
McEl roy, 1993; Randall & Cote, 1991; Tyree, 1996).
Principals may al so experience different degrees of
commtnent to various school district aspects such
as organi zati onal philosophy (Meyer & Allen, 1997).

The second issue is that organi zati onal
commtnent itself is viewed as a nul tidi nensi onal
construct. In the past, sone researchers presented
organi zational comm tnent as a uni di nensi onal
construct. Research, however, does not present
readers wth any standard set of dinensions (Meyer

& Allen, 1997). This researcher’s focus was on one
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of the dinensions of organizational conmm tnent that
was identified as affective organi zati onal

comm tnent. |In organizational conm tnent

literature, affective organi zational conmtnent was
defined as the magnitude with which an enpl oyee
identifies wth the organi zation (Meyer, Alen, &
Smith, 1993).

As the broad context of organizational
commi t nent was revi ewed, research indicated that
sonme witers raised a concern as to whether or not
conmm tnent was a reasonabl e expectation for
enpl oyers to hold for their enployees in today's
wor kK envi ronnment where changes in | eadership and
organi zational focus may occur rapidly. Laabs
(1996) stated, "The old enpl oynent contract--
lifetinme enploynent in exchange for loyalty--is
gone. Unfortunately for nmany conpani es, conmtnent
fled with it" (p. 60). Morrow and MElroy (1993)
reported, however, that the notions concerning the

| ack of commtnent to organi zati ons today have



served as a catalyst for the further study of
organi zati onal comm tnent. The mai ntenance of
enpl oyee organi zati onal comm tnent remains as a
vi abl e organi zati onal goal. Organizations that are
downsi zed and schools that are characterized by
organi zati onal change still need a core of
enpl oyees, especially | eaders, who are commtted to
t he val ues and goals of the organization (Caudron,
1996; Meyer & Allen, 1997). Organi zational
commtnent remains as a suitable topic for study in
today's rapidly changi ng work worl d.
Statement of the Problem

Little research with respect to affective
organi zati onal comm tnent has been conducted in the
educational arena. Industrial, organizational, and
occupati onal psychol ogi sts were the ones who have
nost frequently studied the general subject of
organi zational commtnment (Mieller, Wallace, &

Price, 1992). This researcher sought to determ ne



the extent to which hypot hesized i ndependent
vari abl es expl ai ned affective organi zati onal
comm tnment anong hi gh school principals in the
Uni ted States.

The purpose of this study was to determ ne the
extent that a sel ected organizational
characteristic and other sel ected personal and work
experience characteristics explained affective
organi zati onal comm tnent anong hi gh school
principals in the United States. Personal
characteristics were gender, age, and |ength of
service (organizational tenure) within the school
district. The work experience characteristics were
percei ved school district support and perceived
fairness. An organizational characteristic,
aut onony, was al so exam ned. These vari abl es
(Figure 1) were examined to determne the extent to
whi ch they expl ai ned affective organi zati onal

comm tnent, the dependent vari able.
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Finally, affective commtnent is expected to
produce sone organi zati onal outcones (Figure 1)
such as inproved performance (Chelte & Tausky,
1987); therefore, sonme expected outcones were
i ncluded in the affective comm tnment nodel but not
i nvestigated in this study.

Significance of the Study

Theoretically, this study added to the body of
know edge on the general subject of enployee
commtnment. Froma practical point of view, there
Is a link between affective organi zati onal
comm tnent and productivity (Meyer & Allen, 1997)
in ternms of outcones such as job perfornmance and
attendance. Therefore, it was assuned that this
study would be of interest to superintendents,
human resource adm ni strators, and persons who work

directly wth school principals.



Definitions of Variables
All variables of the study were defined.
Constitutive and operational definitions were
provided in Table 1.
Organization of the Study
A four-chapter dissertation format was enpl oyed
in this study. In the initial sections of Chapter
1, the researcher included the background for the
research question, statenent of the problem
pur pose of the study, significance of the study,
and the definitions of variables. In Chapter 1,
there is also a review of literature related to
af fective organi zational commtnent; a related
topic, job satisfaction, was reviewed briefly.
Comm t nent outcones were also reviewed briefly so
that the reader would be infornmed of the full nodel
and rationale for affective organizati onal

conmm t nent.



Table 1

Constitutive and Operational

Definitions of Variables

Vari abl e Constitutive Oper at i onal
definition definition

Age Years as of Item nunber two, Part A
| ast birthday of the survey?

Gender Fermale = 1 Item nunber one, Part A of
Male = 2 t he survey

Organi zat i onal
tenure

Per cei ved
aut onony

Per cei ved
or gani zati onal
support

Per cei ved
fairness

Affective
or gani zati onal
conmi t ment

Length of tine
wor ked in the
current school
di vi si on

Freedomto act
i ndependent |y
and to nmake
various adm n-
istrative
decisions with
respect to the
operation of a
school

The care and
respect that

a principal
receives froma
school district

Admi ni stration

of rules,
procedures, and
general school
district resources
in a just nmanner

The strength of
one’s identifi-
cation with an
or gani zati on

ltem nunber three, Part A
of the survey

The nmean of itens 9, 12,
15 and 16 from Part B of the
survey

The nmean of itens 10, 13,
and 18 from Part B of the
survey

The nmean of itens 11, 14,
and 17 from Part B of the
survey

The nmean of itenms 1-8
fromPart B of the survey

@The survey is in Appendix A
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In Chapter 2, the researcher focused on the
I nvestigation of the problem The research
gquestion, sanpling procedures, instrunentation,
dat a- gat heri ng procedures, and the nethod of
anal ysis were di scussed.

In Chapter 3, the results of the study were
presented. Results were presented based on the
| ndependent vari abl es addressed in this study. A
conclusion, a discussion, limtations, inplications
and recomendati ons are in Chapter 4.

Review of Literature

In the foll owi ng paragraphs, there is a review
of the literature pertaining to affective
organi zati onal comm tnent, the hypothesized
predictors of affective organizational conm tnent,
the predicted outcones of affective organi zati onal
comm tnent, and the relationship between

organi zati onal comm tnent and job satisfaction.



Organizational Affective Commitment:
The Dependent Variable

11

Meyer and Allen (1997) reported that there have

been "hundreds of studies" (p. 42) where
researchers anal yzed the rel ati onship between

af fective organi zational comm tnent and vari abl es
that were predicted to account for sone degree of
af fective organi zational comm tnent. These
researchers also reported that the predictors of
af fective organi zational comm tnent generally
occurred in three categories: (a) organizational
characteristics, (b) personal characteristics, and
(c) work experiences. Organi zati onal
characteristics are those such as organi zati onal

si ze, autonony, and decentralization. Personal
characteristics include those such as gender, age,
and organi zational tenure. Wrk experiences includ
factors such as organi zati onal support and
fairness. Most of the organizational comm tnent

research effort has been directed toward t he

e
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di scovery of predictors for and outcones of
organi zati onal comm tnent (Becker, 1990).
Affective comm tnent occurs, with continuance
and normative commtnent, under the large unbrella
of attitudinal commtnent. Attitudinal conm tnent
Is defined as, "both a state of positive obligation
to an organi zation and a state of obligation
devel oped as a by-product of past actions" (Brown,
1996, p. 232). Past actions are conprised of
enpl oyee and enpl oyer deeds. Under the unbrella of
attitudinal commtnent, principals with strong
affective coonmtnent tend to remain in a school
district because they want to remain. Principals
with strong continuance conmtnent tend to remain
I n a school district because the options to do
otherwise are limted. Principals with strong
normati ve conmtnent tend to remain in a school
district because they feel a noral obligation to
remain in the school district (Meyer & Allen,

1997) .
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Affective organi zati onal comm tnent, therefore,
I's one dinension of a multi-comm tnent work
environnent. Explaining what it is that contributes
to affective organi zational comm tnment was the
chal | enge that was selected by this researcher.

Predictors of Affective Organizational
Commitment

Employee Age and Affective Organizational
Commitment

Enpl oyee age has consistently resulted in
positive correlations wiwth commtnent. Mathieu and
Zajac (1990), in a neta-analysis involving 41
sanpl es, reported a positive nean correl ation of
.20 (p < .01). There was a total of 10,335 subjects
I nvol ved in the studies that were anal yzed.

Al l en and Meyer (1993) also studied the
rel ati onshi p between age and affective
organi zati onal comm tnent. They obtained a positive
mean correlation of .36 (p < .05) between age and

af fective organi zati onal comm tnent. Two groups
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were included in this study. Respondents in one
group (n = 123) were university library enpl oyees.
Respondents in the other group (n = 168) incl uded
hospi tal enpl oyees at various |evels--clerical,
supervi sory, and manageri al .

Angl e and Perry (1981) conducted an
organi zati onal comm tnent study which involved 24
organi zations that operated fixed-route bus
services in the western United States. The total
nunber of enployees in the sanple for the study was
1,340; the majority of the subjects (91% was bus
drivers. The renmai nder of the sanple consisted of
transit managers. Conm tnent was neasured by an
affective-oriented instrunent, the Organizational
Comm t nent Questionnaire (Porter, Steers, Mwlay, &
Boul ain, 1974). Results fromthis study indicated a
positive correlation of age with conmtnent (r =
.17, p < .01).

A study conducted by Mrrow and MEl roy (1987)

was one in which the researchers reported
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differences in the | evels of organizational
comm t nent based on career stages that were defined
by enpl oyee age ranges. The sanple for this study
consi sted of 2,200 enpl oyees (78% male) from a

m dwestern departnment of transportation. The
sanpl e was conprised of a variety of enpl oyee
groups including: adm nistrators, technical and

pr of essi onal enpl oyees, clerical and office

wor kers, and service workers. The average age of
persons in the sanple was 42.7 years. 1In this
study, enployees were categorized by age as
follows: trial enploynent period, ages 30 and
under; stabilization enploynent period, ages 31-44;
and mai nt enance enpl oynent period, ages 45 and
above. Trial period enpl oyees obtai ned a nean
organi zational commtnent rating of 4.13 (SD =
1.01), stabilization period enpl oyees obtained a
mean rating of 4.31 (SD = 1.03), and mai ntenance-

| evel enpl oyees obtained a nean rating of 4.76 (SD

= .92). Seven-point Likert scales were used to
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nmeasure conmtnent in the study. The E ratio was
73.33 (df = 2, 2175), and this was significant at
the .01 | evel.

In contrast to the findings of Mrrow and
McElroy (1987), Alluto, Hrebiniak, and Al onso
(1973) conducted a study in which they di scovered a
curvilinear relationship between age and enpl oyee
organi zational commtnent. In this study, usable
data were obtained from 318 el enentary and
secondary school teachers and from 395 prof essi onal
nurses. Mean | evels of enployee comm tnent by age
categories were: 26 years or |ess, 10.68; ages 27-
44, 10.53; and, ages 45 years and up, 10.94 (E =
3.01, p < .05, df = 2,710). The scoring of
commtnent in this study ranged froma low of 4 to
a high of 12. Meyer and Allen (1993) indicated that
anal yses of organi zational tenure generally showed
a mld curvilinear relationship whereby m ddl e-
tenure enpl oyees possessed | ess neasured conm t nent

t han new or senior |level (by age) enpl oyees.
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Shin and Reyes (1991a) studied organizati onal

comm tnent of school adm nistrators. In their study
of 162 public school and private school (Catholic)
adm nistrators, a positive correlation (r = .09)
was obt ai ned between organi zati onal comm t nent and
age; however, this correlation was not significant
at the .01 or the .05 level.

Overal |, age has a consistent, although
noderate, correlation wth organizati onal
commtnent. Various researchers have reached this
conclusion (Brief & Aldag, 1980; Dornstein &
Mat al on, 1989; Kushman, 1992; Mrrow & Wrth,

1989).
Gender and Affective Organizational Commitment

Wth respect to the study of gender and
af fective organi zational comm tnent, sone anbiguity
has occurred because of the manner in which this
subj ect has been studied. Gender, as a topic in

organi zational commtnent literature, has been
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approached from both the gender-nodel and the job-
nodel (Aven, Parker, & MEvoy, 1993). The gender
approach to the study of wonen and organi zati onal
commi t mrent was descri bed as one where the basic
belief was that, "wonen accept famly roles as a
chief source of their identity and fulfillnent,
| eading to a different orientation to work for nen,
for whomwork is paranount” (Loscocco, 1990, p. 155).
In contrast, proponents of the job-nodel view
concerning the study of organi zati onal comm tnent and
wonen indicated that there were no differences in the
work attitudes of wonen and nen, and that work
attitudes of both sexes developed in simlar ways
(Loscocco).

Aven, Parker, and MEvoy (1993) conpleted a
nmet a- anal ysi s of studies of the relationship between
gender and organi zati onal commtnent. Follow ng a
conprehensi ve search procedure, these researchers
identified 26 studies with 27 sanpl es that concerned

organi zational commtnent. There was a total of
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14,081 subjects in the sanples. In the studies that
were reviewed, sanple size ranged froma low of 65 to
a high of 2,164. There were both positive and
negative correlations identified during the research
process; the range of correlations was -.37 to .29.
Correlations were categorized as follows: negative,
17 sanples; positive, 9 sanples; and zero, one
sanpl e. The nean correlation of all studies was .02.
These overall results negated the argunent that there
are gender differences with respect to organi zati onal
comm tnent. Aven, Parker, and MEvoy (1993) concl uded
that simlar commtnent can be won from both nal es
and fenal es when organi zations treat all enployees
fairly.

I n anot her neta-anal ytic study, researchers
(Mat hi eu & Zaj ac, 1990) discovered a correlation that
I ndi cated a stronger, although weak, advantage for
femal e enpl oyees with respect to organi zati onal
comm tnent. Mathieu and Zajac reviewed 14 studies

I nvol vi ng gender and organi zational commtnent. There
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was a total of 7,420 subjects involved in these
studi es, and a nean uncorrected correlation of -.089
was obtai ned for organi zati onal comm tnent and
gender. The nean weighted correlation was -.145 after
corrections were made for attenuation. Correction for
attenuation allows a researcher to estinmate what a
correl ation between variables mght be if the
I nstrunents used to neasure the vari abl es had perfect
reliability (Gll, Borg,& Gall, 1996). Ratings for
mal es were coded w th higher val ues.

In a gender effect study, Aranya, Kushmr, and
Val ency (1986) collected data froma sanple of 1,040
Canadi an Charter Accountants (equivalent of Anerican
Certified Public Accountants) and Certified Public
Accountants fromthe California Society of Certified
Public Accountants. The sanpl e consisted of 1,000 nen
and 40 wonen; the purpose of the research was to test
the commtnment |evel of wonen in a nal e-dom nat ed
profession. The femal e accountants in this study

denonstrated | ess organi zational comm tnent than nale
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accountants. The Pearson correl ati on between
organi zati onal comm tnent and gender was -.13 (p <
. 01.

Aranya, Kushmr, and Val ency (1986) conducted
sone i nportant anal yses of their own research. First,
they reported that the mal e accountants in their
study were ol der than the femal e accountants (M =
38.6, SD = 10.65; M= 33.9, SD = 10, 75,
respectively). Also the males in this study tended to
rank hi gher in the organi zational hierarchy than the
femal es. However, when the study’'s results were
anal yzed by covarying age and organi zati onal |evel,
mal e accountants still ranked higher than fenal es
Wi th respect to organi zati onal conmm tnent.

Kushman (1992) used the job-nodel research
approach in a study involving urban el enentary and
m ddl e school teachers. In the job-nodel approach,
one assunes that gender is not a determ nant of
commtnent. Results of the study indicated that

gender was not a factor that influenced
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organi zati onal commtnent. There was no statistically
significant relationship between sex and
organi zational commtnent for subjects in the 63
schools of the sanple for this study.

The foregoing research suggested that gender is
not a determ nant of comm tnent. Job-nodel research
I ndi cated that nmen and wonen are simlar with respect
to organi zational conm tnent.

Organizational Tenure and Affective Organizational
Commitment

Organi zational tenure was found to correl ate
positively with organi zati onal conm tnent. Mathieu
and Zajac (1990) reviewed 38 sanples that included
12,290 subjects and found an overall nean wei ghted
correlation of .17 (p < .01). Kushman (1992) in his
study of urban elenentary and m ddl e school teachers
al so found a positive correlation (r = .17, p > .05)
bet ween t he nunber of years in teaching and
organi zational commtnent, but the correlation was

not significant at the .01 or the .05 al pha Ievel.
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Shoenmaker, Snizek, and Bryant (1977) conducted

an organi zati onal tenure study that involved federal
and state forest rangers. Positive correlations
bet ween organi zati onal comm tnment and organi zati onal
tenure were obtained for both federal and state
forest rangers. Federal rangers (n = 62) yielded a
correlation of .22 (p < .05). The correl ati on between
organi zati onal comm tnent and organi zati onal tenure
for state rangers (n = 58) was .17; this correlation
was not found to be statistically significant at the
.05 al pha | evel.

There was general support in the literature for
the notion that there is a positive correlation
bet ween organi zati onal comm tnent and organi zati onal
tenure (Kushman, 1992; Mathieu & Zajac, 1990; Meyer &
Al len, 1997; Sheldon, 1971). Wat this finding really
means may be difficult to determ ne. Meyer and Allen
stated, “It is possible that enpl oyees need to
acquire a certain anount of experience wth an

organi zation to becone strongly attached to it, or
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that | ong-service enpl oyees retrospectively devel op

affective attachnent to their organization” (p. 43).
In a study that included 290 non- managenent

enpl oyees (clerks, nurses, secretaries, radiologists,

and cardi opul nonary specialists), Gegersen (1993)

al so found a positive correlation between the |ength

of service in the organizati on and organi zati onal

comm tnent as neasured by a nodified version of the

Occupational Conmm t nent Questionnaire. The popul ation

for this sanple was 90% female and 10% male. In this

study, there was a statistically significant

difference (p < .01) in the nean organi zati onal

comm tnent score for nedical professionals with |ess

than two years of service and for nedical

prof essionals wth nore than eight years of service.

Perceived Organizational Support and Affective
Organizational Commitment

Resear chers have di scovered a positive
rel ati onshi p between perceived organi zati onal support

and affective organi zati onal comm tnent (Meyer &
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Al l en, 1997; Mdttaz, 1988; Reyes, 1992). Perceived

organi zati onal support was defined as “the extent to
whi ch enpl oyees perceived that the organi zation

val ued their contribution and cared about their well-
bei ng” (Ei senberger, Fasol o, & Davis-LaMastro, 1990,
p. 52). The support that is provided by the

organi zation (school district) is directly related to
enpl oyees’ conmm tnment. Enpl oyees exchange conmm t nent
to the organi zation for greater care, concern, and
support fromthe organizati on (Ei senberger,
Hunti ngt on, Hutchi son, & Sava, 1986).

Percei ved organi zati onal support was studied
anong 383 enpl oyees and 231 supervisors in a |large
multinational firm Organizational support was
operationalized as, "enployees' global beliefs
concerning the extent to which the organi zation
val ues their contributions and cares about their
wel | - bei ng" (Shore & Wayne, 1993, p. 774). Perceived
organi zati onal support was identified as an affective

organi zational commtnment variable that al so raised
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guestions about the role of the organization (i.e.,
school district) in terns of what the organi zation
provi ded to enpl oyees. Shore and Wayne (1993)

concl uded that organi zati onal support was an

| nportant factor with respect to enpl oyee

organi zati onal behavior. They obtained a correlation
of .30 (p < .05) between affective organizati onal
comm tnment and percei ved organi zati onal support.

Perceived Fairness and Affective Organizational
Commitment

Perceived fairness is considered in the
| iterature under several nanes such as procedural
justice, distributive justice, and organi zati onal
justice. Perceived fairness concerns the way in which
enpl oyees are treated by the enployer (Martin &
Bennett, 1996; MFarlin & Sweeney, 1992; Meyer &
Al len, 1997). Procedural justice is the manner and
processes that a school district or other
organi zation uses to operationalize mpjor functions.

It is the nmeans by which the school district or
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organi zation gets things done. D stributive justice,
on the other hand, concerns outcones or the end
product of the neans and processes used by a school
district or organization. Organizational justice is
basi cally a conbi nati on of procedural and
distributive justice (G eenberg, 1990; Martin &
Bennett, 1996).

In a study concerning procedural justice
(fairness), Morman, N ehoff, and Organ (1993)
reported a correlation of .50 (p < .001) between
affective commtnent and procedural justice
(fairness). Subjects in the study were 1500 enpl oyees
and managers in a national cable tel evision conpany.
From the 1500 surveys that the researchers
di stributed, 420 usable surveys were returned. Job
assi gnnents anong these 420 enpl oyees were as
follows: office staff (43%, field staff (35%,
supervisors (12%, and nmanagers (10% . Fenal es

represented 49% of the sanple.
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The issue of fairness was also tested in a study

t hat involved 400 enpl oyees and their famlies. These

enpl oyees, who worked for a Fortune 500 conpany, were

rel ocated from one geographical area to another area.
One of the variables tested in the study was

“treatnent.” The researchers in the study obtained
I nformati on from enpl oyees about the manner in which
t he conpany handl ed the relocation. A weak (.10), but
positive, correlation was obtai ned between affective
comm tnent and treatnent. This correlation was not
statistically significant at the .05 al pha | evel
(Angl e & Lawson, 1993).

Wtt(1993) conducted a study in which he
exam ned the rel ati onship between fairness of work
assi gnnent and comm tnent. Subjects for the study
I ncl uded 82 enpl oyees of a mlitary training center
and 90 enpl oyees of a research and devel opnent
| aboratory. Enployees in this study represented a

m xture of trainers, support staff, and supervisory

personnel. Wtt reported a correlation of .43 (p <
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.01) between organi zati onal comm tnent and fairness
I n work assignnment. Work assignnment concerned the
manner in which work was assigned to enpl oyees.

Perceived Autonomy and Affective Organizational
Commitment

Aut onony is recogni zed as a salient factor in
the study of affective organizational commtnent. If
managenent only enphasi zes discipline, authority, and
control, commtnent to the organization wll be
eroded, or it sinply will not develop in the first
place (Hart & Wl lower, 1994). Affective
organi zati onal comm tnent and autonony are positively
related (Mathiew & Zajac, 1990; Mdttaz, 1988; Posehn,
1988) reasonabl e autonony creates an organi zati onal
climate where affective organi zati onal comm tnent can
be nurtured and devel oped.

A study conducted by Colarelli, Dean, and
Konstans (1987) yielded a positive correlation of .31
(p < .01) between organi zational comm tnent and

autonony. The full sanple for this study consisted of
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468 accountants in eleven “Big Ei ght” accounting
firms in the United States. The anal yzed sanple for
the study was conprised of 280 subjects. Colarelli,
Dean and Konstans defined autonony as a construct
that permts enployees to use fully their “talents

and ingenuity,” (p. 599) and as a construct that
causes enpl oyees to assune personal responsibility
for work. They also indicated that the |ack of
autonony and the use of close supervision in
organi zations result in dimnished performnce and
enpl oyee stress.

Dur ham G ube, and Castaneda (1994) presented
further evidence in support of the trend for positive
correl ation between affective organi zati onal
comm t nent and autonony. Subjects for this study
consi sted of police officers, professional and
adm ni strative personnel, volunteers for a cancer,
heal th, and educati on organi zation, and part-tine

enpl oyees from vari ous organi zati ons. The t ot al

sanpl e consisted of 2,724 subjects. Positive
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correlations of .17 to .47 were obtained for seven
tests that were designed specifically to neasure task
autonony and affective commtnent. In five out of the
seven tests, statistically significant rel ationships
were obtained. The |l evel of significance was not
reported in this study.

Affective Organizational Commitment and Job
Satisfaction

Job satisfaction and affective organi zati onal
commtnment are related but different constructs.
Commitment, as a construct, is nore global than the
construct, “job satisfaction.” Affective comm tnent
concerns feelings about the organization or school
district as a whole (Mwday, Steers, & Porter, 1979).
Job satisfaction, on the other hand, is a construct
t hat concerns how an enpl oyee feels about a given job
or the related experiences of the job (Shin & Reyes,
1991b).

One issue in the debate with respect to job

sati sfaction and general organizational commtnent is
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causality. Does job satisfaction |ead to comm tnent,
or does commtnent |lead to job satisfaction? There
are studies in which job satisfaction was viewed as
the cause of commtnent (Shin & Reyes, 1991b; Steers,
1977). In other studies (Bateman & Strasser, 1984),
general organi zational conmtnent was viewed as a
cause of job satisfaction. Additional research is
needed to clarify these issues of causality.

The debate regarding causality with respect to
j ob satisfaction and organi zati onal conmm tnent,
notw t hstanding, there is a noderate to strong
correl ati on between organi zati onal comm tnent and job
satisfaction (Aranya, Kushnir, & Val ency, 1986;
Cohen, 1993; Mathieu & Hanel, 1989; Shin & Reyes,
1991b; Shoemaker, Snizek, & Bryant, 1977).
Specifically, Meyer, Allen, and Smth (1993) reported
a correlation of .49 (p < .01) between affective
organi zati onal comm tnent and job satisfaction. The
subjects for this study were 1000 randomy sel ected

regi stered nurses.
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Consequences of Affective Organizational Commitment

The researcher’s purpose in this study was to
explain the variance in the affective organizati onal
comm tnent of secondary school principals. Because
af fective organi zational commtnent is not an end
product, but a neans to desired outcones, the issue
of comm tnent outcones was reviewed to provide
readers with information about the full nodel and
rational e for affective organizational conmtnent.
Sonme illustrative affective conmm tnent outcones were
reported in Figure 1. The outcones reviewed here are
enpl oyee attendance, performance, and turnover.

One maj or interest for school districts, as well
as for other organizations, concerns what they m ght
gain by having principals and ot her enpl oyees who
possess high | evels of organizational conmtnent
(Caldwel I, Chatman, & O Reilly, 1990). The outcones--
at t endance, enpl oyee performance, and decreased

turnover--that are discussed in this revi ew of
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literature represent only a sanple of the possible
out cones of affective organizational conm tnent.
However, they are anong the nost frequently

I nvesti gated outcones of affective organizati onal
comm tnent (Randall, 1990).

Concerni ng attendance, there is a positive, but
nodest, correlation between affective organi zati onal
comm tnent and attendance (Mathieu & Zajac, 1990;
Randal |, 1990; Steers, 1977). One caveat that nust be
considered is that sone studies do not differentiate
bet ween vol untary absenteei sm and absenteeismthat is
beyond t he enpl oyee’s control. H ghly commtted
enpl oyees are less |likely than marginally commtted
enpl oyees to be absent for reasons that they can
control (Meyer & Allen, 1997).

Af fective conm tnent and performance
correlations range froma very weak positive
relationship (r. = .05) to a noderate (r. = .25) one
(Meyer, Sanpo, lan, Coffin, & Jackson, 1989; Steers,

1977). Several variables, other than conm tnent
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| evel, can affect job performance. For exanpl e,
availability of resources, tinme managenent skills,
and control over the eval uated outcones are sone of
t hese vari abl es. These vari ables may al so affect the
outcone of a study (Meyer & Allen, 1997).

Wth respect to the outcone, “turnover,”
researchers have consistently found an inverse
rel ati onship between affective organi zati onal
comm t nent and enpl oyee turnover (Cotton & Tuttle,
1986; McCaul, H nsz, & McCaul, 1995). In a neta-
anal ysis, for exanple, involving 26 studies and 8, 197
subj ects, Mathieu and Zajac (1990) reported a nean
wei ghted correl ation of -.283 between turnover and
af fective organi zati onal conm t nent.

In this chapter, the researcher’s nmjor purpose
was to present background information on the
dependent variable, affective organi zati onal
comm tnent, and to present background information on
t he six independent variables. The six independent

vari abl es are: age, gender, organizational tenure,



36

percei ved aut onony, perceived organi zati onal support,
and perceived fairness. In varying degrees, all of

t he i ndependent vari abl es, except gender, were
reported in the literature as having positive
correlations with affective organi zati onal

comm tnent. Gender was not a factor that explained

af fective organi zational conmm tnent. Enpl oyee

att endance, enpl oyee absenteei sm and enpl oyee
turnover were variables that were reviewed but not
studi ed. The relationship between job satisfaction

and comm tnent was al so revi ewed but not studi ed.
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CHAPTER 11
FURTHER INVESTIGATION OF THE THESIS

The purpose of this chapter was to address the
nmet hods used in this study. Itens that were addressed
I ncl ude the research question, popul ation and sanpl e,
I nstrunentation, reliability and validity of the
I nstrunentation, scoring techniques, data-gathering
procedures, and the nethod of analysis.

Research Question

The researcher addressed the foll ow ng questi on:
To what extent and in what manner is affective
organi zati onal comm tnment expl ained by secondary
principals’ age, gender, organizational tenure,
percei ved aut onony, perceived school district support

for the respective principal, and perceived fairness?
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Population and Sample

Population

The popul ation for this study was hi gh school
principals who were included in a tel ephone verified,
nati onal data bank maintained by Quality Education
Data, 1700 Lincoln, Suite 3600, Denver, Col orado
80203. The total nunber of principals in the data

base at the tine of the study was 18, 000.

The Sample

For the purpose of this study, officials at
Qual ity Education Data provided a random sanpl e of
United States’ high school principals stratified by
gender. Stratification by gender was requested to
ensure that males and femal es were included in the
sanple in a representative manner (@&ll, Borg, &
Gall, 1996). The sanpl e consisted of 396 subjects,
132 femal es and 264 males, from 46 states. The random

sanpl e i ncluded hi gh school principals from public,
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Catholic, and private schools. The majority (355) of

t he subjects was from public high schools that served
students in grades nine through twelve. In Tables 2,
3, and 4, data are provided regarding the grade span
and the enroll nent range for the public, private, and
Cat holic high schools served by the principals in
this study.

After the postcard rem nder to conplete and
return the questionnaire, a total of 202 usable
guestionnaires was returned, providing a return rate
of 51 percent. The neans of survey variables from
early and late returns were conpared to determne if
there was a statistically significant difference
between early and |ate returns. There were no
statistically significant differences between
variables with respect to early and late returns
(Tabl e 5). Because non-respondents tend to be simlar
to | ate respondents, and because there were no
statistically significant differences between the

responses of early and | ate respondents,
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Sampled Public Schools by Grade Span and Enrollment
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Enr ol | ment

Grade span Under 100- 300- 500- 750- 1000- 1500+ Tot a
100 299 499 749 999 1499
7-12 2 21 17 6 4 3 1 54
9-12 6 22 35 34 19 61 38 215
10-12 1 1 1 0 1 1 5 10
Vo-tech 2 8 7 7 0 2 7 33
Al't. sch. 20 18 1 2 2 0 0 43
Tot al 31 70 61 49 26 67 51 355




Table 3

Sampled Catholic Schools by Grade Span and Enrollment
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Enr ol | ment

Grade span Under 100- 300- 500- 750- 1000- 1500+ Tot a
100 299 499 749 999 1499

Tot al 0 6 4 5 3 3 0 21




Table 4
Sampled Private Schools by Grade Span and Enrollment
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Enr ol | ment

Grade span Under 100- 300- 500- 750- 1000- 1500+ Tot a
100 299 499 749 999 1499

7-12 2 0 2 1 1 0 0 6

9-10 7 1 0 3 0 0 0 11

10- 12 1 0 0 2 0 0 0 3

Tot al 10 1 2 6 1 0 0 20




Table 5

A Comparison of Means from Early and Late Returns

43

Vari abl es N M SD t?
Comm t nment
Early 157 5.29 1.05 -1.01
Late 45 5.47 0. 88
Aut onony
Early 157 5.76 1.00 -0. 39
Late 45 5.82 0. 09
Fai r ness
Early 157 5.35 1.29 -0.46
Late 45 5. 45 1.07
Organi zati ona
support
Early 157 5.32 1.38 -0. 56
Late 45 5.44 1.14
Age
Early 157 48. 38 6. 48 -0. 64
Late 45 49. 07 6. 33
Organi zati ona
tenure
Early 157 5.32 1.38 -0.62
Late 45 5.44 1.14
8t -val ues were not significant at p < .05.
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the researcher is able to generalize the results to
the total popul ation (Lehman, 1963).
Instrumentation

Measurement of Variables

Affective Commitment

The dependent variable, affective commtnent,
was neasured by the Affective Comm tnent Scal e which
was devel oped by Allen and Meyer (1990). Allen and
Meyer (1990) created a pool of 51 itens for the
pur pose of devel opi ng affective, normative, and
conti nuance neasures of enployee comm tnent. Subjects
in this process included approxi mtely 500 enpl oyees
fromtwo manufacturing firns and a university;
clerical, managerial, and supervisory enpl oyees were
represented in the sanple. Femal es represented 57
percent of the sanple. Scale itens for neasuring
affective, normative, and conti nuance conm tnent- -

were selected for inclusion in the scales on the
basis of a series of decision rules that took
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I nto account responses on the 7-point agree-

di sagree scale for each item itemscale

correl ations, content redundancy, and the desire

to include both positively and negatively keyed

itenms (Meyer & Allen, 1997, p. 117).
Gender

Respondents were asked their gender. In the data
conpi l ation, gender was coded as follows: female =1
and male = 2. Femal es constituted 30 percent of all
respondents; males constituted 70 percent.
Age

Respondents were requested to report their
age in years as of their |ast birthday. Sone
respondents reported their age rounded to the nearest
tenth. Tenths equal to or greater than five-tenths

were rounded upward to the next highest whol e nunber.

Years i1n School District

Respondents were asked to report the total
nunber of years that they had been enployed in their
current school district in any capacity, including

the current assignnment as a high school principal. As
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was the case with age, sone respondents reported
years of experience rounded to tenths. Tenths greater
than or equal to five-tenths were rounded to the next
hi ghest whol e nunber.
Autonomy

Aut onony was neasured by using a seven-point
Li kert scale with itens that were devel oped by the
researcher. These itens were as foll ows:

Wthin the bounds of any applicable school board

policy and applicable |aws, | have freedomto
act on student issues.

| have reasonable freedomto nake deci sions
about instructional issues in the school in
whi ch | am enpl oyed.

| have reasonable freedomto nmanage the fiscal
affairs of ny school.

| have freedomto direct student activities in
the school in which I am enpl oyed.

Aut onony was neasured by obtaining the nean of the

scores of the scale itens associated with this

construct.
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Fairness
Fai rness was al so neasured by itens that were
constructed by the researcher. The itens used in the
guestionnaire to neasure fairness were as foll ows:

| believe that rul es and procedures are
adm nistered fairly by school district |eaders.

District resources are all ocated w t hout
favoritism

| trust ny school district to nmake deci sions on
nmy behal f.

The mean of these itens constituted the neasure of
f ai rness.

Organizational Support

Addi tional ly, organizational support was
measured by itens that were devel oped by the
researcher. Questionnaire itens that neasured
organi zati onal support were as foll ows:

| receive support fromny school district when |
have to make tough, unpopul ar deci si ons.

My school district shows concern for the needs
which | express regarding the school at which |
wor K.
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My school district appreciates any extra tine
and effort that | spend to do efficient and
effective work.
The mean of the scores for these itens provided the
measure of organi zational support.

Reliability

Al l en and Meyer (1990) devel oped a scale with
eight itens for the purpose of neasuring affective
organi zati onal commtnent. The nedian reliability
estimate for the Affective Commtnent Scale from nore
t han 40 sanpl es representing nore than 16, 000
enpl oyees from vari ous enpl oynent groups was .85
(Allen & Meyer, 1996). The reliability estimte
(Cronbach’s al pha coefficient) for the Affective
Commi tment Scal e for respondents in this study was
.78. Reliability estimtes, determ ned by Cronbach’s
al pha coefficient, for autonony, organi zati onal
support, and fairness were .77,.81, and . 80,

respectively.
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Validity
Content validity was established for itens that
wer e devel oped by the researcher through the use of
specific feedback from ei ght independent reviewers
who are current school adm nistrators or supervisors.
One additional reviewer was a col |l ege professor who
works in the area of educational |eadership. The
results of this content review are reported in Table
6. In an attenpt to enhance content validity, the
guestionnaire for this study was conposed of only
those itenms on which the nine independent reviewers
I ndi cated 100 percent agreenent.
Scoring
Age, length of service in the school district
(organi zational tenure), and gender were reported in
accordance with the personal information provided by
respondents in Section A of the questionnaire.

Affective organi zati onal conmm tnent--the dependent
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Table 6

Validation of Survey Content for Perceived Autonomy,
Perceived Organizational Support. and Perceived Fairness, N =
9

Itens Researcher’s n Per cent
cat egory agr eenment
1. Prai se, recognition, and awards for C 6 66. 6*

principals are issued in a fair and
appropriate manner.

2. Cl ear comunication is provided C 6 66. 6*
concerni ng the maj or expectations
that the school district has for ne.

3. My i deas and suggestions are respected B 7 78. 0*
by my school district’s |eaders.

4. Wthin the bounds of any applicable A 9 100.0
school board policy and applicable
laws, | have sufficient freedomto act

on student issues.

5. | receive support fromny school B 9 100.0
district when I have to make tough
unpopul ar deci si ons.

6. | believe that rules and procedures C 9 100.0
are administered fairly.

7. | have reasonabl e freedomto nake A 9 100.0
deci si ons about instructional issues
wi thin the school where I am enpl oyed.

8. My school district shows concern for B 9 100.0
t he needs which | express regarding
the school at which | work.

9. District resources are allocated C 9 100.0
w t hout favoritism

10. | have freedomto manage the fiscal A 9 100.0
affairs of nmy school

(Tabl e conti nues)
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Table 6
Itens Researcher’s n Per cent
Cat egory Agr eement
11. My school district val ues B 8 89. 0*
nmy acconplishments.
12. A general sense of fairness C 8 89. 0*
governs adm nistrative
responses in nmy school district.
13. I have reasonable freedomto A 9 100.0
direct student activities in the
school at which I am enpl oyed
14. My school district appreciates B 9 100.0
any extra tine and effort that |
spend to do efficient and effective
wor K.
15. | trust ny school district to C 9 100.0
make fair decisions on ny
behal f.

Note. Category A: Perceived Autonony, Category B:
Support, Category C. Perceived Fairness

*tens del eted and not used in this instrunent.

Per cei ved Organi zationa
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vari abl e—- percei ved autonony, perceived
organi zati onal support, and perceived fairness were
neasured with a seven-point Likert scale where one
equal s strongly di sagree and seven equals strongly
agree. Mean scores were cal cul ated for each subject
for each of these constructs. Mssing scale data were
recorded as a “four” on the seven-point scale.
The nmean scores were used in nmaking various
statistical conparisons in this study. Wen
the Affective Commtnent Scal e was devel oped, a nean
affective commtnent rating of 4.63 (SD = 1.33) was
obtai ned. This rating was obtained on a seven-point
Li kert scale simlar to the one that was used in this
study (Allen & Meyer, 1990).

Data Gathering Procedures

A survey, “Factors Contributing to Affective

Organi zational Comm tment Anong Hi gh School

Principals,” was sent in the United States mail to
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all nmenbers of the sanple. A self-addressed, stanped
envel ope was encl osed for respondents’ convenience in
returni ng conpl eted questionnaires. Respondents were
gi ven approxi mately three weeks fromthe date of
mailing to return the questionnaires. Approximtely
one week after mailing the questionnaires, a postcard
rem nder was sent to all potential respondents. This
postcard served both as a friendly rem nder for non-
respondi ng i ndividuals to pl ease respond and as a
t hank you to individuals who had responded al ready
(Dillman, 1978). All surveys were treated
confidentially, and any reports based on
guestionnaire results were reported in statistical
formonly.
Method of Analysis

The researcher used a stepwise multiple
regression technique to determne the extent, if any,
that the independent variables were useful in

explaining affective commtnent anong the sanple of
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hi gh school principals in this study. O the several
types of regression techniques, the stepwise nultiple
regressi on techni que was used because this procedure
I's one in which the stepup and stepdown procedures of
mul tiple regression are used. Miultiple regression is
a recogni zed statistical procedure for determ ning
the relationship between a criterion variable and two
or nore predictor variables that have been chosen by
a researcher (Gll, Borg, & Gall, 1996). Furthernore,
a researcher may use stepwise nultiple regression for
“commonal ity anal ysis” (Pedhazur, 1973, p. 199). By
using this process, a researcher can determ ne
proportions of variation that two or nore independent
vari abl es explain with respect to a dependent

vari abl e (Pedhazur). The Statistical Package for the
Soci al Sciences (SPSS) was used by the researcher to
performthe required cal cul ati ons. The anount of

vari ance expl ai ned by each vari abl e was presented.
The total anobunt of variance explained in the

regressi on equati on was sunmari zed.
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CHAPTER 111

RESULTS OF FURTHER INVESTIGATION OF THE THESIS

The purpose of this chapter was to present the
anal yses and findings of the study. The dependent
vari able was affective organi zational comm tnment. The
si x i ndependent vari abl es were age, gender, years of
experience in the school district (organizational
tenure), fairness, autonony, and organi zati onal
support. Age, gender, and organi zational support are
denographi c vari abl es or personal characteristics.
Fai rness and organi zati onal support are work
characteristics which can be strongly influenced by
an enpl oyer. Autonony is a general organizational
characteristic that can also be strongly influenced
by an enpl oyer. Follow ng are findings wth respect

to the variables of this study.
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Descriptive Data for Variables Studied
Means and standard deviations are provided in
Table 7, and correlation coefficients are provided in
Tabl e 8.

High School Principals’® Age and Affective
Organizational Commitment

Age has a consistent, but noderate, positive
correlation wth affective organi zati onal conm t nent
(Allen & Meyer, 1993; Angle & Perry, 1981). In this
study of high school principals (n = 202), however,
there was little correlation (r. = -.004) between high
school principals’ age and affective organi zati onal
comm tnent. The average age of respondents in this
study was 48.53 (SD = 6.44).

High School Principals’® Gender and Affective
Organizational Commitment

Gender (male or female) was not a predictor of
the I evel of affective organizational conmm tnent
anong the high school principals in this study. As

illustrated in Table 9, the neans for affective



Table 7

Descriptive Data on Variables

in the Study
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Vari abl e n M SD n %
Age 202 48. 53 6. 44
Gender
Mal e 142 70
Femal e 60 30
Organi zat i onal 202 14. 55 9.94
tenure
Aut onony 202 5.78 0. 97
Organi zat i onal 202 5.35 1.33
support
Fai r ness 202 5. 38 1.24
Affective 202 5. 33 1.02

or gani zati ona
comm t ment




Table 8
Intercorrelation Matrix of All Variables
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1 2 3 4 5 6 7
1. Conm t nent 1. 000
2. Age -.004 1. 000
3. Gender -.025 -.155 1. 000
4. Org. tenure . 248** . 476** -.153 1. 000
5. Aut onony .545** [ 119* . 018 . 156* 1. 000
6. Support .661** . 032 . 045 . 027 . 683** 1. 000
7. Fairness . 686** -.036 . 087 -.012 . 654** . 793** 1. 000

Note. *p < .05. **p < .01.
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Table 9
A Comparison of the Means for Males and Females”’ Affective
Organizational Commitment

Vari abl e N M SD t
Commi t ment
Fenal es 60 5.37 1.14
0. 352
Mal es 142 5.31 0. 96

Not e. 2Not significant at p < .O05.
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organi zati onal commtnent are nearly identical for
femal e and mal e hi gh school principals. There was no
significant difference in the nmean | evel of
commtnent for female and mal e hi gh school
principals. This finding is consistent wth research
findi ngs concerning the job-nodel view of

organi zational commtnent. As was discussed in the
literature review of this study, proponents ( Aven,
Par ker, & McEvoy, 1993; Kushman, 1992; Lorence, 1987;
Powel I, 1990) of the job-nodel view suggest that nen
and wonen denonstrate equal anounts of commtnent in
a fair and equitable work environnent.

High School Principals’® Organizational Tenure and
Affective Organizational Commitment

Consi stent with other research findings
(Gregersen, 1993; Kushman, 1992; Mathieu & Zaj ac,
1990), high school principals’ (n = 202) research
results for organizational tenure (years of
experience in the school district) produced a

positive correlation of .25 (p < .05) with affective
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organi zati onal comm tnent. The nean nunber of years
for organi zational tenure was 14.6 (SD = 9.94). The
range was 38; the distribution of respondents by

experience category is presented in Table 10.

High School Principals”® Perceived Organizational
Support and Affective Organizational Commitment

In this study of high school principals (n =
202), there was a noderately strong correlation (r. =
.66, p < .05) between organi zational support and
af fective organi zational commtnent. O her
researchers (Meyer & Allen, 1997; Reyes, 1992; Shore
& Wayne, 1993) al so have found a positive correl ation
bet ween affective organi zati onal comm tnent and
percei ved organi zational support.

High School Principals’® Perceived Fairness and
Affective Organizational Commitment

Moderately strong correl ati ons have been
di scovered between affective organizati onal
comm tment and perceived fairness (Morman, N ehoff,

& Organ, 1993; Wtt, 1993). In this study of high
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Table 10

Distribution of the Sampled High School Principals According
to Years of Experience i1n Their School District

Years of Frequency Per cent
Experi ence

1-5 46 22.1
6- 10 40 19.9
11-15 29 14. 4
16- 20 28 14.0
21-25 20 10.0
26- 30 28 14.0
31+ 11 5.5

Tot al 202 100.0
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school principals, there was a noderate to strong
correl ation between perceived fairness and affective
organi zational commtnent. O all the independent
vari ables, fairness resulted in the highest
correlation wth affective organi zati onal conmm tnent.
The correlation between principals’ (n = 202)
perceived fairness and affective organizati onal

comm tnent was .69 (p < .05).

High School Principals’® Perceived Autonomy and
Affective Organizational Commitment

The literature indicated that there were
positive correl ati ons between perceived autonony and
af fective organi zational commtnent (Colarelli, Dean,
& Konstans, 1987; Mathieu & Zajac, 1990; Posehn,
1988). In this study of high school principals (n =
202), there was a noderately strong correlation (r. =
.55, p < .05) between affective organizational

comm tment and percei ved aut onony.
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Variables Explaining Affective
Organizational Commitment

Statistics on the four variables that entered
the stepwise nultiple regression equation and that,
col l ectively, explained portions of the variance in
t he dependent vari able, affective organizational
commtnent, are in Table 11. Perceived fairness was
the first and nost salient ($ = .44) of the four
vari ables that entered the stepwi se nultiple
regressi on equation. Perceived fairness accounted for
47 percent of the variation in affective
organi zati onal commtnent. At step 2, years of
experience entered the regression equation and
accounted for an additional seven percent of the
variation in affective organizational conmmtnent. At
step 3, organizational support entered the equation
and accounted for an additional three percent of the
variation in affective organizational commtnent. Age

entered the regression equation at step 4 and
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Table 11

Stepwise Multiple Regression of Variables with Affective Organizational Commitment

Vari abl e | ncr ease R
St ep Ent er ed R SE..; R in R Adj ust ed b $ t Si gni f.
1 Fai r ness . 69 .74 .47 - .47 . 36 .44 5.79 *x
2 Org. Tenure .72 .70 . 54 . 07 .52 .03 .32 6. 05 *x
3 Suppor t .75 .67 .57 .03 .57 .24 .31 4.10 * %
4 Age .76 . 66 .58 .01 . 58 -.02 -.15 -2.84 *x
(Const ant) 2.80

Not in the Equation

Aut onormny

**p < .01



accounted for only one percent of the variation in
af fective organi zati onal conm t nent.

It is worth noting that both of the work
experience vari ables, fairness and organi zati onal
support, entered the stepwi se nultiple regression
equation. This is noteworthy because these are
vari abl es over which school districts can exercise
sone control. Autonony, which is considered an
organi zation characteristic, did not enter the
equation. O the three denographic vari ables, age,
gender, and organi zational tenure, only age and

organi zati onal tenure entered the equation.

66
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CHAPTER 1V

CONCLUSION, DISCUSSION, LIMITATIONS, AND
IMPLICATIONS AND RECOMMENDATIONS

This study was designed to add to the general
body of know edge about enpl oyee commtnent and to
provi de sone useful explanations about the matter of
hi gh school principals’ affective organizational
comm tnment. The researcher’s belief was that such
i nformati on m ght be useful to superintendents, human
resource professionals, and others who work with high
school principals. In this section of the study, the
researcher offers a conclusion based on the research
findings and di scusses the findings, limtations, and
I nplications and reconmendati ons for practice and
further study.

Conclusion
The basic conclusion is that results of the

stepwise nultiple regression perforned in this study
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I ndi cated that 58 percent of the variation in
af fective organi zati onal comm tnent was expl ai ned by
percei ved fairness, organizational tenure, perceived
organi zati onal support, and high school principals’
age. Perceived fairness was the nost powerful of the
four variables that entered the regressi on equation
($ = .44). Age explained the | east anpbunt of variance
in affective organi zational commtnent ($ = -.15).
Gender and percei ved autonony were not significant
enough to enter the stepw se nultiple regression
equat i on.
Discussion

Only a small anmount of organi zati onal conm t nent
research has been conducted in education-rel ated
settings. This study helps to open the door to a new
and different venue for the study of organizational
commtnent. It is not unusual to hear educators speak
about the inportance of commtnent, and to see

sl ogans about the value of commtnent at work.
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Studi es such as this one can assist with the
under st andi ng of educators’ comm tnent from an
enpirical point of view

Affective organi zati onal commtnent is inportant
because of the |link between such comm tnent and such
desired organi zational outcones as regular
att endance, | ess enpl oyee turnover, and increased
productivity. The study of commtnent is not static
or dead-end; the intent should be to use any new
I nformati on about enpl oyee commtnment to hel p school
districts achieve worthwhil e goal s.

It was not surprising to discover that perceived
fairness was the nost salient independent variable
Wi th respect to explaining affective organi zati onal
commtnent. This result indicates that respondents in
this study valued fair play fromtheir school
district’s leaders in return for their affective
organi zati onal comm tnent. The perception of fairness
depends upon how enpl oyees are treated by their

enpl oyers (Martin & Bennett, 1996; MFarlin, &
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Sweeney, 1992; Meyer & Allen, 1997). Practicing

favoritismin the process or working wth and
supervi sing personnel could have a danagi ng effect on
the |l evel of enployee comm tnent and noral e.

The study also indicated that there was a
direct, positive relationship between organizati onal
tenure and affective organi zati onal comm tnent. From
this study, one could determ ne that this direct
rel ati onshi p exi sted; however, there was no attenpt
to anal yze the underlying reasons for the direct
rel ati onshi p. Research (Mathieu & Zajac, 1990;
Shoenmaker, Snizek, & Bryant, 1977) also indicated a
positive correlation between organi zational tenure
and organi zati onal comm t nent.

Per cei ved organi zati onal support was anot her
| ogi cal variable to enter the regression equation.
Researchers (Meyer & Allen, 1997; Mdttaz, 1988,
Reyes, 1992) have found a positive relationship

bet ween the care, concern, and support from an
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organi zation (school district) and the affective
comm t nent of enpl oyees.

Researchers (Angle & Perry, 1981; Kushman, 1992;
Morrow & Wrth, 1989) have consistently found a
positive correl ati on between age and enpl oyee
commtnent. In this study, however, there was no
statistically significant correlation (al pha < .05)
bet ween age and affective organi zati onal conmm tnent.
Age did enter the regression equation, but it
expl ained a nere one percent of the variation in
af fective organi zational comm tnent. The hi gh school
principals in this group were basically honbgeneous
Wi th respect to age (M= 48.53, SD = 6.44). One m ght
specul ate the high school principals, regardl ess of
age, have high levels of affective organizati onal
commtnent; therefore, the study of age and
conm t nent becones inconsequential. Furthernore, the
honmogeneity of the studied sanple resulted in a
rel atively narrow age range on which to test for

possi ble differences in affective organi zati onal
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comm tnment. Autonony and gender did not enter the
stepwi se nultiple regression equation as factors that
expl ained any of the variation in affective
organi zati onal comm t nent.
Limitations

This study was limted to a national sanple of
hi gh school principals in the United States. Results
may be consi dered generalizable to a group of public,
private, and parochial principals such as the ones in
this study. Such generalization nmay be assuned from
the fact that there were no significant differences
bet ween the neans of early and |ate returns on the
dependent and i ndependent variables in the study. The
overall response rate was a noderate 51 percent.

Another |imtation of this study occurred
because of multicollinearity anong sone of the
| ndependent variables. Miulticollinearity is a term
that is used to describe relationshi ps between

| ndependent vari abl es which are highly correl at ed.
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High multicollinearity (researchers have not agreed
on the neaning of “high”) may affect the results of a
regressi on anal ysis (Pedhazur, 1973). A high
correlation was noted between fairness and support.
Moderately high correl ati ons were noted between
fairness and aut onony and between support and
aut onony. The researcher assuned (Figure 1) that
t hese vari abl es woul d have had nore independence
bet ween them than they actually did.

Implications and Recommendations

Implications

One of the major inplications that a study of
this nature raises concerns the matter of how | eaders
manage Wi th respect to the constructs that were
deened significant in the study. The construct
“fairness” is a good one to consider for illustrative
purposes. Fairness really is not as sinple as nerely
di viding resources evenly. Equity concerns based on

di verse student needs propel school |eaders to think
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beyond nerely dividing evenly all human and nateri al
resources. Title | services are a prine exanple of
the division of resources with both equity and
equality issues in mnd. This differentiation of
resources can sonetines result in feelings of envy on
the part of persons in schools that may not qualify
for the extra services. The challenge is to devise a
fair and equitable resource allocation systemthat is
expl ained to and understood by all school district
per sonnel .

This study was designed to be of assistance to
superi ntendents, human resource professionals, and
ot hers who have the privilege of working with high
school principals. A major inplication of the study
Is that school district |eaders nust stay abreast of
the formal and informal pulse of the school district.
| ssues related to fairness should be addressed
pronptly and justly. Lingering, unaddressed issues
that relate to fairness are likely to erode

conmm t nent.
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It is also inportant for school districts to
provi de support to principals when difficult
deci sions nust be made by them One of the best ways
to do this is to inplenent and foll ow sound policies
and procedures. Such procedures should be devel oped
with staff, school board, and community invol venent
as appropriate.

Recommendations

Recommendati ons for further study are included
in the foll ow ng paragraphs. Three recommendati ons
are offered for future researchers’ consideration.

One | ogical avenue for future research is to
replicate this study or do a simlar one on
el enentary and m ddl e school principals. The purpose
of such a study would be to determ ne how affective
organi zati onal commtnent is explained at the
el ementary and m ddl e school |evels. Superintendents
and others who work with principals need to know how

they can provi de support and neet principals needs.
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O her researchers may consi der exam ning the
constructs that represent outcones of affective
organi zational commtnment. The outcones revi ewed but
not studied in this research were attendance,
enpl oyee performance, and turnover. A neani ngful
study could be designed to exam ne the relationship
bet ween affective organi zati onal commitnent and these
out cones. These outcones are inportant to schools and
to other organi zati ons. Poor attendance of sone
enpl oyees, for exanple, is a problemin both the
public and the private sector of enploynent and costs
enpl oyers billions of dollars annually (Long &

O nsby, 1987).

Anot her interesting approach to the study of
commtnent is to determ ne how school enpl oyees’
perceptions of principals’ commtnment |levels relate
to school enployees’ levels of conmmitnent. |Is there a
correl ation between high commtnent |evels anong

principals and high comm tnent |evels anong the
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enpl oyees who work in a school building with the
princi pal s?
Summary

The results in this study serve to validate what
may be consi dered conventional w sdom Fairness
energed as the |eading variable in the explanation of
af fective organi zational commtnent. This was not
surprising, but it was inportant to subject

conventional wisdomto enpirical testing.
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Factors Contributing to Affective
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High School Principals
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Directions

Included in this survey is a series of
statenents that represent perceptions that
I ndi vi dual s may have about their school district.
Pl ease indicate in Part B the degree of your
agreenent or disagreenent with each itemby circling
a nunber from1-7 (1 = strongly disagree and 7 =
strongly agree).

First, please provide the denographic
I nformation requested in Part A of this survey; then
proceed to Part B.

PLEASE ANSVER ALL | TEM5. THANK YOU!
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Part A: Demographic Information
1. \What is your gender?
a. Ferale. b. Male
2. \VWhat was your age as of your |ast birthday?
Years
3. VWhat is the total nunber of years that you have
been enpl oyed by your current school district in
any capacity (teacher, assistant principal,
counsel or, etc.), including your current

assi gnnent as a high school principal?

Total Nunber of Years

PLEASE PROCEED TO PART B ON THE NEXT PAGE.
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Part B: Please circle the number that best represents

your agreement with each statement.

Strongly
Di sagree

=

| enjoy discussing ny 1 2 3
school district with
people outside it.

2. I woul d be happy to 1 2 3
spend the rest of mny
career with this
school district.

3. | do not feel like a 1 2 3
part of the famly
in this school
district (R

4. | really feel as if 1 2 3
this school district’s
probl ems are ny own.

5. I do not feel 1 2 3
enotionally attached
to this school
district (R

6. This school district 1 2 3
has a great deal of
meani ng for me.

7. | feel a strong sense 1 2 3
of belonging to this
school district.

8. I think I could easily 1 2 3
beconme as attached to
anot her school
district (R

Strongly

Agr ee
6 7
6 7
6 7
6 7
6 7
6 7
6 7
6 7



10.

11.

12.

13.

14.

15.

Wthin the bounds of
any applicabl e school
board policy and
applicable | aws, |
have freedomto act
on student issues.

| receive support
fromny school

di strict when |

have to nmake tough
unpopul ar deci si ons.

| believe that rules
and procedures are
adm ni stered fairly
by school district

| eaders.

| have reasonabl e
freedomto nake
deci si ons about

i nstructional issues
in the school in

whi ch I am enpl oyed.

My school district
shows concern for

t he needs whi ch
express regarding

t he school at which
I work.

District resources
are allocated w thout
favoritism

| have freedomto
manage the fisca
affairs of ny school

Strongly
Di sagree
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Strongly

Agr ee
6 7
6 7
6 7
6 7
6 7
6 7
6 7
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Strongly Strongly
Di sagree Agr ee
16. | have reasonabl e 1 2 3 4 5 6 7
freedomto direct
student activities
in the school in
whi ch I am enpl oyed.
17. I trust mnmy school 1 2 3 4 5 6 7
district to make
deci sions on ny behal f.
18. My school district 1 2 3 4 5 6 7

appreci ates any extra
tinme and effort that

I spend to do efficient
and effective work.

(R) = Reverse Score



Thank you for taking the time to conplete this survey.

Pl ease return the conpl eted survey to:

Wl bert D. Hawkins
Hone Address
Cty, State Zip

A stanped, pre-addressed envel ope is included for your
conveni ence in returning the survey.
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Content Validation of Survey

Directions

The following itens nay be used in a survey to
determ ne hi gh school principals perceptions about
the follow ng: (a) autonony, (b) organi zati onal
support, and (c) fairness. The operati onal
definitions for these terns are provi ded bel ow

Aut onony—+freedom for a principal to make vari ous
adm ni strative decisions with respect to the
operation of a school

Organi zati onal Support—+the care and respect that a
principal receives fromthe school district; school
district openness to listening to new ideas and to
provi di ng assi stance, as necessary, when tough

deci sions have to be nade

Fai r ness—Adm ni stration of rules, procedures, and
general district resources in a just manner by the
school district

ON THE PAGES THAT FOLLOW PLEASE Cl RCLE THE CATEGORY
( AUTONOVY, ORGANI ZATI ONAL SUPPORT, OR FAI RNESS) THAT
YOU THI NK BEST FI TS THE STATEMENTS THAT ARE PROVI DED.

A DUPLI CATE SHEET (BLUE CORPY) W TH DI RECTIONS | S
| NCLUDED FOR CONVENI ENT REFERENCE AS YOU COMPLETE
THI' S BRI EF CONTENT VALI DATI ON SURVEY.

THANK YOU VERY MUCH FOR YOUR ASSI STANCE.



10.

11.

Cont ent

Prai se, recognition, and
awards for principals are
distributed in a fair
manner by school district
| eaders.

Expectations are clearly
communi cated to me by the
school district.

My ideas for where | want
to take ny school are
accepted by my schoo
district’s | eaders.

Wthin the bounds of any
appl i cabl e school board
policy and applicable

| aws, | have sufficient
freedomto act on student
i ssues.

I receive support fromny
school district when | have
to make tough, unpopul ar
deci si ons.

I believe that rules and
procedures are adm ni stered
fairly by school district

| eaders.

| have reasonabl e freedom
t o make deci si ons about
instructional issues in
the school in which | am

enpl oyed.

My school district shows
concern for the needs

whi ch | express regarding
the school at which I work.

District resources are
al | ocat ed wi t hout
favoritism

I have freedomto nanage
the fiscal affairs of ny
school

My school district val ues
ny acconplishnments.

Val i dati on

Aut onony

Aut onony

Aut onony

Aut onony

Aut onony

Aut onony

Aut onony

Aut onony

Aut onony

Aut onony

Aut onony

O g.

O g.

O g.

O g.

O g.

O g.

Support

Support

Support

Support

Support

Support

Support

Support

Support

Support

Support

Fai

Fai

Fai

Fai

Fai

Fai

Fa

Fa

Fai

Fa

Fai

rness

rness

rness

rness

rness

rness

rness

rness

rness

rness

rness
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12.

13.

14.

15.

A general sense of fairness
governs administrative
responses in my schoo
district.

| have reasonable freedomto
direct student activities in
t he school at which | work.

My school district appreciates
any extra time and effort that
I spend to do efficient and
effective work.

I trust ny school district to
make fair decisions for ne.

Aut onony

Aut onony

Aut onony

Aut onony

O g.

Support

Support

Support

Support
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Fai r ness

Fai r ness

Fai r ness

Fai r ness
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