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Abstract
Tittle: The Development and Inter-relations of Organisational and Professional

Commitment: An Empirical Study of Solicitors In Large Law Firms
(Ph. D. thesis submitted to The University of Liverpool, 1996)

Author: Eva Teresa Valente Dlas de Oliveira

This study concerns the relationship between organisational and professional
commitment over time. The study was conducted among solicitors In large commercial
practices. Reviewing the literature on organisational and professional commitment three
issues appeared salient. The first concerns the extent to which commitment Is time
related. The second concerns the extent to which professional and organisational
commitment are compatible. The third relates to the nature of commitment. Levinson's
(1978) theory of adult development provided the framework of analysis for the present
study. The core of Levinson's theory Is that people experience periods of stability and
transition during their lifetime. Moreover, these changes are to some extent pre-
determined.

The present study tests the Idea that commitment generally Increases with age. The
underlying assumption is that older people are generally more satisfied with life In
general than younger people. Another set of hypotheses relates to the relationship
between organisational and professional commitment. It Is expected that both forms of
commitment are complementary. Levinson suggests that at each life structure
individuals experience different Intensities of commitment. This Is shaped by personality
development as well as the processes of adaptation and socialisation. Finally, the
motives behind an Individual's decision to stay In the organisation or the profession
determines the nature of their commitments. It Is expected that professionals express
their commitments In terms of a positive attitude rather than Instrumental behaviour.

Organisational and professional commitment were measured using Meyer and Alien's
(1991) scale.Themeasuresof organisational and professional commitment differentiated
between attitudinal and behavioural dimensions. Attitudinal commitment was defined as
the psychological Identification and attachment to the firm and to the profession
(affective commitment), as well as a perceived moral duty to remain In the firm and
profession (normative commitment). Behavioural commitment wasdescribed aspersonal
sacrifices and the costs of quitting either the profession or the firm (continuance
commitment). The survey also measured Job Involvement (Lodahl and Kejner 1965).
professionalism (Hall 1968), and work values orientation (Shepard 1972; Popper and
Lipshizt 1992). A sample was drawn randomly from large solicitors' firms In London,
Birmingham, Leeds and Manchester. 403 usable replies were received. Data were
analyzed mainly by t-test and Oneway Analysis of Variance (A.N.O.V.A) and Duncan's
multiple-range test for multiple comparisons.

The results confirm the Initial hypotheses. Age was found to be a stronger predictor of
commitment than Individuals' experiences. Further, solicitors are more professionally
than organisationally committed. This finding Is, however, subjected to some
qualifications. The sense of 'wanting to stay' and 'needing to stay' Is higher for the
profession than the firms. Yet the 'obllgation to stay' Is higher for the organisation than
the profession. When results are analysed by age, professional commitment
predominates only among solicitors In the early career stage. Thereafter, no form of
commitment predominates until 'Mid-life Transition'. At this stage, organisational
commitment predominates. In the late career stage, there Is no significant difference
between both forms of commitment. Generally, affective commitment predominates over
calculative commitment. The theoretical and practical Implications of the findings of the
present study are discussed. The thesis Includes suggestions for future research.
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Introduction

These days, the resource most difficult to keep and hold Is not

technology, not the products, but rather the human resources.

And loyal human resources are needed for long-term success.

PATRICK C FLOOD
MARTIN J GANNON

JAAP PAAUWE

Managing Without Traditional Methods, 1996

Human capital is increasingly seen as the most valuable resource of many

organisations. This is because for many of them, delivering services became

their key product. The operators are the experts, and the raw material for such

activity is, therefore, knowledge (intelligence, expertise and information).
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Consequently, human capital, with its potential to apply such knowledge,

becomes the critical resource of the organisation (Flood, Gannon and Paauwe

1996). Whereas a firm can copy techniques, negotiate contracts, imitate

products, it cannot replicate human capital. Organisations are becoming aware

that such an asset represents, therefore, their competitive advantage.

The individual's expertise is far from being the only issue here. In effect,

organisations often invest in the training and development of their staff. For

example, the firm Titmuss Sainer Dechert in their Trainee Solicitors' (1996, 6)

brochure declares:

The substantial commitment we [the firm] make in time and money to
training is justified only if we produce the skilled lawyers and, ultimately,
partners needed to ensure our continuing growth and success. When
recruiting we are consciously looking for people who will remain with us
on qualifying and who would wish to make their careers with us.

Clearly, organisations are demanding loyalty. Yet, organisational settings often

operate instrumentally regarding their employees. That is, manpower is one of

many other assets that the organisation controls to achieve an end, that is, to

generate profits. For example, after paying a £860 million for Warburg's

investment banking business, SBe set aside £60 million worth of golden

handcuffs to retain staff (Financial Times, 22 May 1996). Therefore, how can

such organisations inspire feelings of loyalty among their employees when

organisations are themselves calculating in their purposes? Apparently, some

fail to do so. Indeed, regardless of how high bonuses were, SBe still lost some

key executives. Nevertheless, even those employees who decide to stay are
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not necessarily loyal to the organisation. Indeed, the decision to stay might be

the result of one's own self-interest rather than an altruistic concern for the

organisation. Yet, positive involvement seems particularly relevant in

organisations where the quality of performance is less palpable and more

difficult to quantify, for example, service industries (Mowday, Porter and Steers

1982). It is, therefore, in the interest of the organisation to foster loyalty and

positive involvement in order to retain its investment and obtain the best from

people.

The need to retain people in the organisation is potentially applicable to all

staff. Professionals, however, pose a particular challenge to the organisation.

The challenge arises from the professional's dual commitments; this refers to

the professionals' role as members of a profession and their role as employees

(Etzioni 1975). For example, doctors may feel bound to refuse treatment if, for

instance, the cost is wastefully disproportionate to the chances of success.

Likewise, a lawyer may be prevented from researching a case as thoroughly

as he might wish because of the firm's policy on handling 'Legal Aid' cases.

As such, dual membership poses the potential for conflict of loyalties. The

question is, therefore, to what extent does this conflict, if it exists, damage the

employees' loyalty to the organisation? Much seems to depend upon the goals

and values of the organisation.

Organisational life is characterised by a sequence of compromising situations.

Individuals are always trying to find a balance among conflicting loyalties, for
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example, the client, the firm and oneself (Reichers 1986). If an equilibrium is

achieved, it probably reflects the individual's integration and adaptation to the

organisation and vice-versa. It also indicates how personal and organisational

principles are congruent. Equilibrium represents, therefore, a source of loyalty.

There are some organisations which manage to reconcile the potential for

conflict. Partnerships of lawyers, architects and accountants are examples of

professional oriented organisations. These are the ones which offer people,

most probably, a fulfilling work experience and pride in their loyalties.

Time does not stand still. The choice and entry to the profession or the

organisation typically takes place in the early adulthood. Individuals, however,

change throughout their lives. Indeed, Levinson's (1978) theory of adult

development suggests that individuals experience alternate periods of stability

and transition. As such, feelings of attachment to the profession or the

organisation might eventually change over time. For example, if individuals are

more involved in their profession than in the organisation in early career stages

(Becker and Carper 1970), how does this attitude change over time? That is,

as individuals change, how do the individuals' feelings of attachment towards

their profession and organisation evolve? For example, do individuals become

less involved with their profession as they are socialized into the organisation's

culture? Do they derive their satisfaction in work from organisational rewards

solely? The aims of productivity and profit making of an organisation alienate

individual development and diminish the social meaning of work (Reichheld

1996). If production and power concerns are important, does commitment
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become more instrumental as time goes on? By comparison, if enhancing the

meaning of work and fostering development as well as productive efficiency are

important, does the individual become more identified with the organisation as

time goes by?

The present study

This thesis seeks to address some of these issues by conducting a

questionnaire survey measuring commitment to the both the organisation and

the profession at different career stages. More specifically, the research

question regards how the relationship between organisational and professional

commitment evolve over time. Solicitors working in large law firms are the

population of the present study. Solicitors were chosen because they clearly

met the criteria of a 'true profession'. Large law firms were selected because

they resemble business corporations.

The sample was stratified by age groups (six strata) and randomly drawn from

individuals employed in firms based in London, Birmingham, Leeds and

Manchester. Organisational and professional commitment were measured by

Allen and Meyer's (1991) three component scale. Solicitors were asked to

indicate the extent to which they agreed or disagreed with a series of items, to

name a few examples:

• I enjoy discussing my firm with people outside it.

• I really feel as if this firm's problems are my own .

• I am enthusiastic about the profession.
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• I have put too much into this profession to considerer changing now.

The survey also measured solicitors' levels of job involvement, the importance

of the profession to individuals and work values orientation.

The present study reaches two main conclusions. First, both organisational and

professional commitment generally increase over time. The increase, however,

appears to be more a function of age than the individual's experience in the

organisation. Specifically, the attainment of partnership appeared to have little

impact upon organisational and professional commitment. Second, the evidence

suggests that organisational and professional commitment, far from being in

conflict, are potentially complementary. Whilst professional commitment is

significantly higher than organisational commitment at the early stages of a

solicitors career, that difference disappears by the mid thirties.

The structure of the thesis

In Chapter One, the literature on the nature of organisational commitment is

reviewed. Different definitions of the concept are discussed. Antecedents,

correlates and consequences of organisational commitment are explained.

Particular emphasis is placed upon the relationship between organisational

commitment and age. Chapter Two focuses upon the literature pertaining to the

theory of professions and in particular the issue of dual membership and its

consequences. The relationship between professional and organisational

commitment is discussed in the light of different schools of thought. Chapter



7

Three discusses the research framework, provides definitions of the research

variables and identifies the research hypotheses. Chapter Four concerns the

research methodology. The sampling strategy is explained, measurement

instruments are described and the results of preliminary statistics are

discussed. Chapter Five contains the research results. Chapter Six discusses

the findings and the implications for theory. Chapter Seven consists of a

summary and conclusions.



Chapter One

Employer-employee relationship:
the nature of organisational commitment

There Is a revolution under way In the management of work.

RICHARD E. WALTON,

Harvard Business Review, 1985

In John Grisham's popular novel The Firm the fledgling assistant lawyer is

bombarded by an avalanche of luxurious materialism. The beautiful house, the

new BMW motor car and so forth, are intended to serve one purpose, that is,

to bind the employee to the firm. Even though this particular firm was rather an

unusual one, most organisations seem to need members' loyalty and

commitment.

Yet, the individual's attachment to their organisation is, for the great majority of
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cases, more complex than the previous example seems to suggest. It seems

that the concept of organisational commitment may have different meanings

depending on whose needs are being served. One perspective describes the

relationship between the individual and the organisation as being altruistic. That

is, individuals experiencing this form of organisational commitment stay for the

benefit of the organisation. The other perspective suggests that the relationship

between the individual and the organisation is self-oriented. That is, individuals

experiencing this form of commitment stay for their own benefit. The following

discusses in detail both meanings of organisational commitment. Further, the

discussion also focuses on how personal characteristics and organisational-

related aspects affect organisational commitment.

The definition of organisational commitment

Organisational commitment has been defined as a psychological state that

characterizes the employee's relationship with the organisation and has

implications for the employee's decision to stay or leave (Meyer and Allen

1991). Commitment is said to reflect, mainly, two dimensions: (1) the attitudinal,

and (2) the behavioural aspect of commitment (Mowday, Porter and Steers

1982).

Attitudinal commitment

Attitudinal commitment is conceptualized from the viewpoint of the organisation.

It concerns an individual's psychological attachment to, and identification with,

the organisation by the willingness of participants to divert energy and loyalty
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to it which links the identity of the person to the organisation (Mowday, Porter

and Steers 1982; O'Reilly and Chatman 1986). More specifically, Meyer and

Allen (1991) suggest that attitudinal commitment reflects two distinct

psychological states, (1) affective commitment, that is, a feeling of wanting to

stay and (2) normative commitment, that is, a feeling that one ought to stay. As

such, affective commitment refers to the employee's emotional attachment to,

identification with, and involvement in the organisation. Normative commitment

reflects a feeling of obligation to continue employment, a sense of loyalty

towards the organisation (Meyer and Allen 1991; Meyer, Allen and Smith 1993).

The difference between affective and normative commitment rests, therefore,

on the nature of the link between the employee and the employer.

Behavioural, continuance or calculative commitment

Behavioural, continuance or calculative commitment is conceptualized from the

standpoint of an individual's past actions which serve to bind him to the

organisation, that is, investments, costs and rewards which will determine

whether the individual continues in the organisation (Becker 1960). In this

perspective, commitment means accounting for 'the fact that people engage

in a consistent line of activity' (Becker 1960, 33). It is important to point out that

employees who become bonded, or locked into an organisation are not

necessarily willing to exert effort, maintain loyalty and the like but they perceive

that it is in their own interest to remain as a member of the organisation. As

Meyer and Allen (1991, 67) suggest:

Continuance commitment refers to an awareness of the costs
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associated with leaving the organisation. Employees whose
primary link to the organisation is based on continuance
commitment remain because they need to do so.

As time goes on, 'side bets' become an increasingly important determinant of

a person's continued membership of the organisation (Ritzer and Trice 1969).

'Side bets' refers to 'golden handcuffs' and the 'impersonal bureaucratic'

arrangement of organisations. For example, the longer employees stay in the

organisation they gain seniority and connections within the organisation (social

involvement increases, earlier sacrifices accumulate, and job mobility

decreases). Moreover, pension schemes may eventually penalise early leavers

(Becker 1960; Mowday, Porter and Steers 1982). These past actions or 'side

bets' may at a certain stage make leaving more expensive than staying.

The relationship between attitudinal and behavioural

commitment

Attitudinal and behavioural commitment are associated with different factors

and experiences. As such, knowing the nature of experiences that contribute

to both forms of commitment, employers may choose, more accurately, the type

of employees that best suit them. That is, organisations may identify the form

of commitment that they are encouraging among their employees, by their

actions (Meyer, Bobocel and Allen 1991). For example, Allen and Meyer (1990)

observed that pre-organisational experiences, such as early organisational

socialisation, may relate to the feeling of obligation towards the organisation.
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Moreover, it has been suggested that over time there are reciprocal influences

between attitudinal and behavioural commitment (Mowday and McDade 1979).

That is, attitudes lead to committing behaviours, which reinforce attitudes, and

committing behaviours lead to commitment attitudes and subsequent

committing behaviours. It is immaterial whether the process begins with either

an attitude or behaviour, each influences the other over time (Mowday, Porter

and Steers 1982; Reichers 1985). There are a few implications for research that

come out of the relationship between both types of commitment. First, the study

of organisational commitment has to include the notion of time. Second, the

definition and measurement of organisational commitment should reflect the two

different but related concepts.

Antecedents, correlates and consequences of

organisational commitment

There is a wide variety of research into the topic of organisational commitment.

The research tends to focus on separate aspects of commitment: the

antecedents, the correlates and the consequences (Figure 1.1). For example,

Mathieu and Zajac's (1990) meta-analysis yields over two hundred empirical

studies. Yet, the emphasis on the development of organisational commitment

has been neglected. One of the few, and earliest contributions, is that of

Mowday, Porter and Steers (1982); they suggest that organisational

commitment changes over time. Mowday, Porter and Steers' primary concern

is, however, the employee's experiences in the first year of employment.

Buchanan (1974), for example, has also emphasised other career stages; these



are the mid and the late career stages.

Figure 1.1

Classification of antecedents, correlates and consequences
of organisational commitment

Correlates Consequences

Job Performance

Antecedents

Personal
characteristics

Motivation

Job involvement Withdrawal behaviours
Job characteristics

Organisational
characteristics

Occupational
commitment

Job satisfaction
Group/leader relations

Role status

Organisational Commitment,--

Source: Mathieu, J.E. and Zajac, D.M. (1990), 'A review and meta-analysis of the
antecedents, correlates, and consequences of organisational commitment', Psychological
Bulletin, 108(2), 174.

The following section discusses early studies of organisational commitment.

The emphasis is upon the influence of personal factors and organisational

characteristics on organisational commitment. The distinct influence of such

factors upon attitudinal and behavioural commitment is also stressed.

13
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Personal characteristics

• Age and tenure

One particularly interesting association is that between organisational

commitment and age. Although organisational commitment is consistently and

positively related to age, the relationship is weak. The product moment

correlation coefficients rarely exceed 0.3 (Angle and Perry 1981; Cohen and

Lowenberg 1990; Hrebiniak 1974; Mathieu and Zajac 1990; Meyer, Allen and

Smith 1993; Morris and Sherman 1981). Empirical evidence suggests,

therefore, that the proportion of changes of organisational commitment that can

be explained by age is small but it also shows that there is an obvious link

between the two variables. One question thus arises, to what extent in

behavioural science, should the practical value of results be based only on the

magnitude of the associated effect between variables? (Rosenthal 1990).

Tenure is also positively associated with organisational commitment and the

strength of association is similar to that of age. Furthermore, it seems that age

and tenure may affect the way commitment is expressed. Whereas age was

found to be more significantly related to attitudinal commitment (Meyer and

Allen 1984; Mathieu and Zajac 1990; Cohen 1993; Reilly and Orsak 1991),

tenure in the organisation was found to be more strongly related to calculative

commitment (Mathieu and Zajac 1990; Cohen 1993). One possible explanation

is that in early career stages organisational commitment may reflect a desire

to stay, rather than a need to stay. In effect, investments or accumulated

sacrifices; for example, pension schemes or perks benefits, have yet had the
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chance to develop (Reichers 1986). The desire to stay might reflect a post hoc

rationalisation of events in which individuals decide that they had the choice of

staying rather than a lack of alternatives (Drummond 1997; Staw 1981).

Another explanation might be related to job level. Individuals, in senior

positions, have more rewarding jobs and privileges, such as greater autonomy

and participation in the decision-making process. These are positively

associated with attitudinal organisational commitment (Blackburn and Fox 1983;

Mathieu and Zajac 1990; Morrow and McElroy 1987; Ornstein and Isabella

1990).

Although findings are not conclusive, they suggest that commitment increases

with age. In fact, regardless of the way in which career stage is determined,

based upon age or tenure, the empirical evidence shows that the more

committed workers are those in late career stages (Allen and Meyer 1993;

Morrow and McElroy 1987). In the early career stage, individuals may

experience great job mobility. If they find their jobs inappropriate, individuals will

seek other opportunities that suit them better (Mowday, Porter and Steers 1982;

Rusbult and Farrel 1983). Also at this stage, they express a greater intention

to leave the organisation (Ornstein, Gron and Slocum 1989; Ornstein and

Isabella 1990). They are also less involved and less satisfied with their work

(Williams and Hazer 1986). As such, organisations have to decide if they want

to bind their employees emotionally or financially.

The early employment stages may be also critical in influencing ensuing levels
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of commitment. Individuals are vulnerable to organisation promises, however.

When individual's expectations are not met, attitudinal organisational

commitment is undermined (Allen and Meyer 1990; Buchanan 1974). The

evidence is in conflict, however. On the one hand, Dunnette, Avery and Banas

(1973) suggest that disillusionment with the organisation is thought to

negatively affect the highly committed. Yet, Morris, Lydka and O'Creevy's

(1993) longitudinal study suggests that it is low expectations towards the

organisation that influence, negatively, levels of organisational commitment

leading to withdrawal behaviours.

In the mid career stage, the desire for achievement (feelings of acceptance and

a belief that their work) is strongly and highly related to affective commitment

(r = 0.68, P < 0.05) than continuance commitment (r = - 0.18, P < 0.05) or normative

commitment (r = 0.34, P < 0.05) (Allen and Meyer 1990). The mid career stage is

characterized by a shift from a need for security to a need for achievement

(Hall and Nougaim 1968). Therefore, experiences that reinforce this feeling are

most likely to influence commitment. For example, feelings of acceptance may

take a form of casual remarks by colleagues, whereas the belief that their work

is important to the organisation may take a form of promotion (Buchanan 1974) .

• Gender Differences

Commitment is thought to be gender related and appears to be associated with

attitudinal commitment rather than behavioural commitment. Reviewing the

influence of sex on organisational commitment, Mathieu and Zajac (1990)
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concluded that women are likely to be more committed than men. The most

widespread and accepted explanation is that women have to overcome more

barriers to achieve better positions than men (Bielby 1992; Grusky 1965;

Marsden, Kalleberg and Cook 1993). Organisations are quite often male

dominated environments. Working conditions and opportunities to grow inside

the organisation are, therefore, more challenging for women than men. For

example, taking career breaks for maternity leave still counts as a career set-

back for women (O'Keely 1995). By the same token, there are certain types of

occupation that are traditionally male dominated, such as law and medicine

(MacCorquodale and Jensen 1993; Phelan et al. 1993). Consequently, working

conditions frequently discriminate against women; they still need to prove that

they are as capable of doing the job as their male counterparts. For instance,

Susan Ward, Chair of the Association of Women Barristers, claims (Dyer 1995,

10):

[...] Women feel they're not given the opportunities. By and large,
they're channelled into stereotyped women's work. The clerks
negotiate lower fees for women than for men. And when it comes
to judicial opportunities, the rules of the game are still made by
men to play .

• Education

Formal education is inversely correlated to organisational commitment. That is,

levels of organisational commitment decrease as the level of formal

qualifications increases. Moreover, formal education seems to be more strongly

associated (that is, more negative) with attitudinal rather than calculative

commitment (Mathieu and Zajac 1990). There are some possible explanations.

Some argue that more qualified employees are less committed because they
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have higher expectations towards the organisation, which might not be fulfilled

by the organisation (Mowday, Steers and Porter 1982). Thus, disappointment

with organisational policies may have devastating effects on commitment.

Another possibility is that highly qualified employees feel that they have a

greater number of job options or less barriers to upward mobility (Grusky 1965).

Finally, more qualified employees may have other foci of commitments, for

example, a profession or craft (Mathieu and Zajac 1990). Multiple commitments

may somehow be incompatible with commitment to the organisation (Gouldner

1957). For example, the feeling of wanting to stay in the organisation may be

enhanced among highly qualified people, even before the employee enters the

organisation, due to recruitment techniques (O'Reilly and Caldwell 1980).

Recruitment is an important process to induce positive feelings towards the

organisation. Yet, the experience of dual commitments may raise an ethical

question. If the goals and values of the organisation differ from the values and

goals of the profession, to what extent are feelings of attachment towards the

organisation beneficial to potential clientele? The issue of the potential for

conflict between multiple commitments, such as commitment to the organisation

and the profession, will be analysed in more detail in the next chapter .

• Job level

The organisational position positively correlates with organisational commitment

and the relationship is stronger with attitudinal rather than calculative

commitment. For example, Aranya, Pollock and Amernic (1981) observe that
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accountants-partners were found to be more committed than accountants-

assistants. One possible explanation is that employees in high ranks may

participate in the process of decision-making (Rhodes and Steers 1981).

Therefore, they become more involved with, and attached to, the goals and

values of the organisation.

Job characteristics

• Pre-employment experiences and organisational policies

Job or role-related characteristics and work experience seem to have a greater

impact on levels of organisational commitment than the personal characteristics

(Mowday, Porter and Steers 1982). For example, this argument is supported

by results from research using samples of scientist-engineers and hospital

employees. For example, the correlation coefficients between organisational

commitment and personal characteristics range from r = 0.42 (p < 0.01) to r =

0.55 (p < 0.001). The correlation coefficients between organisational commitment

and job characteristics range from r = 0.38 (p < 0.01) to r = 0.64 (p < 0.001).

Finally, the correlation coefficients between organisational commitment and

work experience range from r = 0.64 (p < 0.001) to r = 0.71 (p < 0.001). More

recently, some researchers have explored the impact of pre-entry expectations

and organisational policies upon organisational commitment (Brockner, Tyler

and Cooper-Schneider 1992; Morris, Lydka and O'Creevy 1993). The evidence

suggests that individuals who had high expectations towards their future

employer exhibit higher levels of attitudinal organisational commitment than

those with low pre-entry expectations. Employee expectations might be fulfilled
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during the process of socialisation in the employing organisation (Buchanan

1974; Mowday, Porter and Steers 1982).

Moreover, Morris, Lydka and O'Creevy (1993) observed that human resources

policies, such as (1) good career prospects, (2) the extent to which the job

fitted the individual's abilities and (3) fair company policies, are also potentially

influential upon levels of attitudinal organisational commitment. For example,

correlation coefficients between attitudinal organisational commitment and each

of the organisational policies previously identified are as follows: (1) 0.4511 (p

< 0.001, good career prospects), (2) 0.4460 (p < 0.001, job fit abilities) and (3)

0.4414 (p <: 0.001, fair policies). The intellectual challenge of work also seems

to be positively related to organisational commitment, r = 0.349 (p < 0.01)

(Mathieu and Zajac 1990).

The communication system implemented in the organisation is another factor

that influences levels of attitudinal organisational commitment. The strength of

the relationship is higher when the organisation allows the employee to

contribute and participate than when the organisation treats the employee as

a passive subject. That is, when employees feel that they have a chance for

self-expression and the organisation seems to care for their opinions, levels of

attitudinal commitment increase (Morris, Lydka and O'Creevy 1993). The way

individuals perceive their jobs and the organisation relates to attitudinal

commitment. Organisational commitment and job satisfaction are influenced by

feelings of being responsible or holding a responsible job (Salancik 1977).
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Mowday, Porter and Steers (1982) suggest that increasing job scope increases

the challenge and responsibility experienced by an employee, which in turn

leads to more positive job attitudes. These attitudes then become translated

into an increased desire to participate in what is perceived to be a more

desirable work activity. Perceived equity, that is, the perception that

organisations are fair in treating their members, is related to behavioural

commitment. In effect, perceived equity has a strong influence in employees'

decision to discontinue organisational membership (Morris, Lydka and O'Creevy

1993).

Peer and supervisor-subordinate relations may have an important influence

upon commitment. Meyer et al. (1989) observed that employees that are

satisfied with their supervision and their co-workers are more likely to stay in

the organisation because they want to do so. Other socialisation tactics also

have an impact upon organisational commitment. For example, among

professional groups, supervision may take the form of mentorship. Baker (1995)

observed that informal mentorship strongly influences organisational

commitment. One possible explanation is that the mentor is usually a senior

member of the organisation, a high-level performer and highly committed.

Another socialisation tactic is the training programmes carried out by the

organisation. Harel and Baruch (1993) suggest that when continuing

advancement courses focus upon both the technical and the social components

of work, affective organisational commitment is likely to be enhanced.
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• Job Rewards

Money appears to have little impact upon attitudinal commitment but a strong

impact upon continuance commitment. In the early stages of employment, an

employee's continuance commitment is strongly influenced by material rewards.

Thereafter, it seems to decrease in importance (Allen and Meyer 1990). For

instance, whereas younger workers attach more importance to money, older

workers seem to value the satisfaction that they obtain from work (Hall and

Mansfield 1975). Moreover, the prospects of promotion, the lack of employment

alternatives and financial pressures are positively related with levels of

continuance organisational commitment (Morris, Lydka and Q'Creevy 1993).

The relationship between the prospects of promotion and continuance

commitment is even stronger in later career stages. That is, people are less

willing to relocate or leave the organisation for the purposes of promotion, in

the late career stage (Mowday, Porter and Steers 1982).

One possible explanation derives from Becker's (1960) 'side bet' theory. As

people progress in their career they tend to make stronger investments in the

form of time and energy. Individuals may develop specialised roles in the

organisations with job skills that would be difficult to transfer (Salancik 1977).

One can speculate, however, that this tendency may differ across occupational

groups. For example, a young physician may start off his career in a particular

hospital and later in his career all his earlier experiences will most certainly be

applied in another hospital.
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• Type of occupation

Different types of occupations seem to demand different strategies to increase

organisational commitment. Cohen's (1992) meta-analysis study compares

organisational commitment across occupational groups. Two main categories

were identified; white-collar and blue-collar workers. White-collar workers refers

to professionals and semi-professionals (scientists, engineers, nurses and

accountants), and non-professionals (clerical and administrative staff). Blue-

collar workers refers to unskilled, semi-skilled and skilled employees in

industrial organisations. Among white-collar employees, autonomy and

organisational communication were associated with organisational commitment

(r = 0.39, P < 0.05 and r = 0.42, P < 0.05, respectively). Among blue-collar workers,

although clarity of expectations (What am I going to do?, What do they expect

from me?) are more strongly related to organisational commitment (r = - 0.27)

than autonomy (r = 0.02) or organisational communication (r = 0.15) the

correlation coefficients are not significant.

Cohen also studies the impact of rewards upon organisational commitment

among white-collar and blue-collar workers. The extrinsic and intrinsic rewards

were investigated. An extrinsic reward is given to a person by someone else,

for example, salaries and promotions. An intrinsic reward occurs naturally as

a person performs a task or job, for example, feelings of competency, personal

development and self-control (Schermerhorn 1996). Income was found to be

more strongly related to organisational commitment for the blue-collar workers

than the white-collar workers. Intrinsic rewards were a stronger determinant of
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organisational commitment among white-collar than among blue-collar workers

(Cohen 1992).

Organisational characteristics

Perrow (1972) observed that organisations may display different characteristics.

For example, they may vary in terms of span of control and authority

(centralised or decentralised). It is unclear, however, the precise impact of such

organisational characteristics upon organisational commitment (Mowday, Porter

and Steers 1982). For example, none of the variables such as organisation

size, the span of control and the centralisation of authority variables was found

to be significantly related to organisational commitment. Yet, Morris and Steers

(1980) suggest that formalisation, functional dependence and decentralisation

of authority are related to organisational commitment. That is, attitudinal

organisational commitment is positively associated with (1) employees'

perception of organisation's authority decentralisation, (2) employees'

perception of dependence on the work of others and (3) employees' perception

of high formality of written rules and procedures.

Organisational commitment and culture

The Japanese experience is frequently used as a model of employer-employee

relationship based on loyalty and duty (Lincoln and Kalleberg 1985). This

relationship includes a strong reciprocal set of obligations between the

organisation and the employee. The company will not discharge the employee,

and the employee will not leave the company for employment elsewhere. It
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seems, however, that a comparison between Japanese and United States'

(U.S.) workers suggests that Japanese workers are less committed to the

organisation than their U.S. counterparts. Indeed, Japanese workers express

lower levels of affective commitment towards the organisation than their U.S.

counterparts. This might imply that the link between Japanese workers and the

organisation is mainly calculative (Near 1989). One possible explanation is the

existence of generalized cultural expectations, that might provide penalties for

those who violate them, and therefore serves as a type of 'side bet' (Becker

1960). Another possible explanation might be related to the quality of working

life. Indeed, Japanese workers seem to experience greater workplace tension

and lower levels of satisfaction than their Western counterparts (Drummond

1992). The results may also suggest that the stereotype concerning the

Japanese work-force loyalty to the employing organisation may in fact be a

myth.

Performance and withdrawal behaviours

Organisational commitment has been linked to performance and withdrawal

behaviours. Empirical evidence has, however, produced contradictory results.

Some suggest that organisational commitment has little influence on

performance (Angle and Perry 1981; Farrell and Rusbult 1981; Mathieu and

Zajac 1990; Steers 1977). Others researchers, such as Ornstein, Gron and

Slocum (1989), suggest that the findings are qualified by moderating effects,

for example, career stage.
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Ornstein, Cron and Slocum observed that the positive effect of organisational

commitment upon performance is stronger in the late career stage than in the

early career stage. This finding was replicated in subsequent research using a

meta-analysis technique (Cohen 1991). Cohen suggests that in early career

stages people have less work experience and probably are poorer performers

than in late career stages. Thus, the relationship between performance and

organisational commitment in early career stages is weak.

Having said that, it seems that organisational commitment, in varied degrees

of influence, has an impact upon performance. Drummond (1993) suggests that

a great deal of inconsistency produced in research is due to the way

performance has been measured. Drummond stresses that performance is a

multidimensional concept which might involve more than effort. Performance

may as well consist of care and attention. For example, in an assembly line a

worker has high levels of 'productivity' which means a high number of pieces

produced per minute. But, how does this account for the quality of his work?

It seems also that the relationship between organisational commitment and

performance might be related to the type of commitment measured. For

example, Meyer et al. (1989) concluded that whereas affective commitment was

positively related to job performance, continuance commitment was negatively

related. This evidence seems to be consistent with Mowday Porter and Steers'

(1982, 36) explanation:

We would expect commitment to influence the amount of effort an
employee puts forth on the job and this effort should have some
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influence on actual performance.

Thus, those who want to stay might become better performers than those who

need to stay. It is expected that the latter will do the minimum required to retain

their jobs (Meyer et al. 1989).

Low levels of organisational commitment might be costly to the organisation.

In effect, Mowday, Porter and Steers (1982) report that organisational

commitment is negatively related to such behaviours as absenteeism (r = -0.28,

P < 0.01) and tardiness (r = -0.48, P < 0.001). Mowday, Porter and Steers' study

reports that such behaviours are the cause of an enormous amount of loss, in

terms of money and effectiveness, to the employing organisation. By contrast,

organisational commitment is positively related to attendance (Mathieu and

Zajac 1990). The magnitude of the product moment correlations coefficients is,

however, small and not significant (r = 0.02) (Mathieu and Zajac 1990). It

seems, however, that the strongest and most predictable behavioural

consequence of high levels of organisational commitment, is lower turnover

rates (r = -0.58, P < 0.001) (Mowday, Porter and Steers 1983).

Discussion of the literature: the development of

organ isational commitment

The preceding review of the literature suggests that organisational commitment

develops over time. Indeed, the process may even begin before an employee

enters the organisation, for instance, during the pre-employment stage, such

as the recruitment experience; and it continues to develop over the years. The
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literature review also identifies other factors that may influence levels of

organisational commitment, for example, job security, achievement and

autonomy. The influence of such factors upon organisational commitment may,

however, depend on the individual's career stage. For example, there are

indications that older workers are better performers, hold better jobs and

experience more autonomy in their work; consequently they are more

committed to the organisation than their younger counterparts.

Existing knowledge, however, says little about why the organisational

commitment changes over time. The literature review suggests, therefore, that

research on organisational commitment lacks theoretical support. Becker's

(1960) 'side bet' and 'sunk cost' theory has been used to explain changes in

levels of commitment over time. Recall that Becker suggests that individuals

make investments in the organisation, these investments or past actions serve

to bind the individual into the organisation. Thus, leaving the organisation would

be too costly for the individual, in terms of time invested and eventually the loss

of any financial scheme, for example. This behavioural approach to the

development of organisational commitment implies that age, for example, is

interpreted and researched as a predictor of a behavioural type of commitment.

Yet, Allen and Meyer (1990) suggest that age strongly associates with

attitudinal rather than a behavioural type of commitment. Allen and Meyer

explain that although some costs associated with leaving may increase over

time, other costs may decrease. For example, more experienced individuals



29

may find alternative employment more easily than those who are less

experienced. One may consider, therefore, that the way age has been linked

to the calculative type of commitment, explains why the results regarding the

association between age and organisational commitment are equivocal. It

seems that research on the development of organisational commitment over

time requires a distinct theoretical support from that suggested by Becker.

Another limitation of previous research is the use of rather broad age ranges

to define early (less than thirty-three years), mid (from thirty-three to forty-five

years), and late career stages (greater than forty five years). Also, with few

exceptions (for example, Buchanan 1974), previous research tends to

emphasise early career stages (the average sample age is around thirty, for

example, Allen and Meyer 1993) neglecting the importance of other age groups

in the results. The framework of analysis for the present study has to overcome

such limitations.

In the present study, Levinson's (1978) theory of adult development provides

a potential framework to study the development of organisational commitment.

The tenet of this theory is the concept of life structure; this relates to sequential

periods of time in an individual's life which is shaped by processes of

socialisation and adaptation as well as personality development. As Levinson

(1984, 55) suggests:

Life structure forms a boundary between personality structure and
social structure and governs the transition between them.

Understanding the development of organisational commitment requires the
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acknowledgement that both the extrinsic and the intrinsic events to the

individual might contribute to change the perception of commitment. Moreover,

life structure represents periods of stability and transition. The way different life

structures influence the development of organisational commitment is discussed

and hypothesised in detail in Chapter Three.

The nature of organisational commitment

Another emerging issue in the literature review concerns the nature of

organisational commitment. Sampson (1995) suggests that the frustrations

produced by the current economic recession may influence the nature of

individuals' organisational commitment and strategies to generate it. In effect,

this is a time of great instability concerning the prospects of maintaining a job.

The relationship between the employer and the employee is probably

characterized by a tendency on the side of the employee to be more defensive

and self-protective. In this context, employees may expect short-term contracts

but at the same time the possibility for personal and professional growth from

their employers (Flood, Gannon and Paawe 1996).

The above situation raises a question about the type of rewards implemented

in the organisation (Guest 1976). The traditional rewards provided by the

organisation, in terms of good pay and career advancement, are being replaced

by a greater degree of autonomy and freedom, more challenging and

meaningful work. It seems, therefore, that increasing the meaning of work is

becoming a basic component of motivation (Reilly and Orsack 1991). By
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shifting the meaning of work merely from material gratification to include the

individual's self-actualization may alter the meaning of loyalty. Working for the

gain of material rewards seems to suggest that individuals are in the

organisation out of a sense of self-interest. Working as a means of personal

growth and development seems to suggest that loyalty is a shared investment.

That is, there is the organisation's loyalty towards the individual, expressed by

the fulfilment of individual's needs; conversely, there is the individual's loyalty

towards the organisation, expressed by the accomplishment of the

organisation's needs.

The literature review highlights these two distinct perspectives. On one hand,

there is the attitudinal type of commitment and, on the other hand, the

behavioural type of commitment. Researchers, however, take partial views,

quite often, when investigating the nature of organisational commitment.

Employees, however, may feel different forms of commitment towards their

organisation simultaneously. For example, employees who change jobs may be

less behaviourally committed but more attitudinally committed to their employer

than stayers; that is, high behavioural commitment is not necessarily associated

with high levels of attitudinal commitment (for example, Morris, Lydka and

Q'Creevy 1993). This study adopted Allen and Meyer's (1990) definition of

organisational commitment. Recall that attitudinal organisational commitment

means that individuals 'want to stay' and 'ought to stay' in the organisation;

behavioural commitment suggests that individuals 'need to stay' in the

organisation (Allen and Meyer 1990). The main difference between the two
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forms of commitment is, therefore, whose needs are being served. The

attitudinal organisational commitment will ultimately benefit the organisation,

that is, the organisational needs are fulfilled by satisfied and top performing

individuals at a lower cost, for example. Behavioural organisational commitment

is ultimately for the benefit of the individual. The bond between the organisation

and the individual is further strengthened when external pressures intensify, for

example, the arrival of children, buying a new house or a new car.

The problem of multiple foci of commitments

Reviewing the literature on organisational commitment, Reichers (1985)

suggests that the way the organisational commitment has been measured does

not allow for an understanding of the multiple identifications and attachments

that an individual might experience as member of an organisation. Reichers

claims that an organisation is an abstract and insensitive entity. That is,

organisational membership may have many meanings. Individuals may be

simultaneously committed to co-workers, clients, management and so on.

Reichers's analysis neglected, however, the significance of membership of a

profession. The literature review also suggests that the study of organisational

commitment focuses particularly upon white collar, clerical staff and blue-collar

workers (for example, Mathieu and Zajac 1990; Mowday, Steers and Porter

1982; Wallace 1993). This might be the reason why the consequences of

commitment reflect such high utilitarian concerns. In effect, the literature

emphasises the importance of absenteeism and tardiness. Low levels of
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commitment may, however, reflect the unsuitability of a particular work

condition for the individual. For example, an individual who requires

autonomous work conditions may become a passive worker when submitted to

a very structured and controlled work environment (Agyris 1957). Absenteeism

and tardiness may be meaningless for some occupational groups, for example,

doctors and lawyers. Conversely, psychological failure, such as frustration and

alienation, might be a negative consequence of lack of organisational

commitment regarding professional groups.

Research on organisational commitment among professional occupations, such

as lawyers and doctors, is needed. Professionals working in organisations are,

therefore, the focus of the present study. This issue is important in that

individuals who hold a professional occupation have obligations, not only to the

organisation, but ultimately to the profession. In other words, some suggest that

the organisation may provide a professionally rich and satisfactory working

environment as an attempt to capture and retain professional staff. Others claim

that such an ambition is futile because professionals' loyalty rests with the

profession rather than their employing organisation. This dual membership, and

its consequences to the development of organisational and professional

commitment, is the subject of the next chapter.



Chapter Two

Professionals working in organisations

Professionals entering an organization are often seen as

having to choose between commitment to their profession

and commitment to their organization.

HAROLD WILENSKY,

Intellectuals in Labor Unions, 1956

Professionals pose an intriguing challenge to organisations. This challenge

arises from the dual regulations of professionals and organisations and the

potential for conflict of loyalties which such regulations create. This chapter

aims to discuss the implications of this potential for conflict on organisational

and professional commitment.
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The nature of professional work

There are numerous typologies and lists of attributes used to identify and

classify occupations as professions (Becker 1970; Freidson 1989; Goode 1969;

Larson 1977; Wilensky 1964). For example, the practice of both law and

medicine are, always, considered to be professions. But, what makes

professionals and their work so different from other occupations? Much of the

literature on the sociology of professions reveals that the importance placed

upon professionals' work is based mainly upon two features. First, their mastery

of an exclusive body of knowledge. Second, their sense of professional

community.

Sense of professional autonomy

Professionals are autonomous in performing their work. This involves applying

standard procedures, learned through extensive training and experience, to a

series of complex situations. For example, there will be times when a particular

procedure does not exactly fit a specific situation, the professional has the

ability to modify the procedure through reference to abstract principles.

Professional work involves, therefore, an expert judgement (Freidson 1994).

Sense of professional community

The sense of autonomy cannot be granted without trust (Goode 1969). The

public must be assured that the profession is able to control the work of its

members. Membership of a profession is governed by an external body, for

example, the Royal Institute of Chartered Surveyors, the Law Society, the
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General Medical Council. Such bodies are responsible for persuading those

who possess power (the State) to protect and support the profession. This is

achieved by defining and maintaining standards of entry to the profession, as

well as defining and maintaining professional standards and norms of conduct.

Through training, examinations, and licensing, the professionals seek to

exclude all others from their esoteric knowledge, eliminating possible sources

of threat to their monopoly (Freidson 1994; Larson 1977; Parkin 1979). Thus,

these controls assure the public that members of a particular profession meet

a minimum standard of expertise.

The motives of professional work: altruistic or calculative?

The literature suggests two perspectives regarding the motives behind

professional work. The first perspective is altruistic and claims that

professionals exist to do .good' to the society at large, and their clientele in

particular. It is thought that, somehow, they can improve the impoverished self-

oriented and calculating society (Barber and Merton 1957; Carr-Saunder and

Wilson 1934; Greenwood 1957; Moore 1970). The second perspective argues

that professionals, as do members of any other occupation, work to earn a

living (Freidson 1994; Johnson 1980). Money is also an incentive to work.

The professional's alleged calculative orientation towards work is seen by some

as a betrayal of society (for example, Abel 1989; Deber 1982; Larson 1977).

The argument is that professional work is vital to fulfil central needs and values

of the general public. Society grants power and prestige to professions; in
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return, it expects professionals to be committed to the service of the public,

above and beyond material incentives (Vollmer and Mills 1966). Professionals,

however, are accused of caring more about their monopoly than their clients,

and the protection of professional interests is understood as being incompatible

with professional commitment to the service of the public (Larson 1977; Zander

1978).

By contrast, other researchers such as Freidson (1994) and Parsons (1954a,

1954b), suggest that professionals do have a higher standard of service and

ethics than other occupations, for example, the business entrepreneur.

Nevertheless, money is also important for what it can buy as well as a direct

symbol of recognition (Parsons 1954a). Therefore, to what extent are

professionals driven by money and success rather than goodwill? Pine and

Innis (1987, 285-286) argue that:

Work serves three fundamental functions in life: economic, social
and intrapsychic. Whichever function receives the greater
importance in the research may simply be a matter of who asks
the questions rather than who answers them.

The social meaning of work combines two different aspects. On the one hand,

there are concerns for psychological satisfaction sought through self-fulfilment,

self-esteem, a firm sense of identity, feelings of autonomy, freedom,

achievement, effectiveness and general well-being. On the other hand, there

are concerns for authority, power and economic gain sought through material

rewards (Herzberg 1968). Reviewing the literature on work values orientation,

Pine and Innis concluded that there is a reciprocal relationship between societal
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factors and an individual's work value orientation. For example, social and

economic prosperity will determine higher order values where social concerns,

such as beauty, service to others and self-actualization, will dominate.

Conversely, social and economic instability will determine lower order values

where basic concerns, such as the need for survival, will dominate. The popular

and generalised assumption that professionals are more than ever concerned

with money should be taken with caution. As Pine and Innis suggest, the

calculating orientation towards work might be the result of societal and

economic instability.

Professionals and their employing organisations: dual

membership

The creation of an organisation is not an end in itself. An organisation is a

collection of people working together to achieve a common purpose, that is, the

production of goods and services (for example, Child 1988; Etzioni 1975;

Morgan 1986). For example, hospitals treat the sick, law firms provide legal

advice and architects firms design buildings and supervise their construction.

Society becomes, therefore, a composite of organisations. Abel (1989)

suggests that the reason for this trend in employment is the economy of scale:

the size and complexity of clients' problems create the need for specialization.

Other circumstances, for example exacerbated competition, have compelled

professionals to work together within an organisation. In fact, professional

services provided by an organisation are a development of the present century.

In the past, professional services were provided by self-employed professionals
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(Drucker 1982). The shift of working conditions from being self-employed to a

salaried employee may require some adjustment on the part of the professional

and the organisation. In effect, normative principles, cultural values and

authority structure of the profession and the organisation may be different and

in conflict (Etzioni 1969).

Can professional authority resist bureaucratic control?

There are two schools of thought concerning the relationship between

professionals and their employing organisation. The first suggests that the

professional's role as a salaried employee conflicts, in certain specific areas,

with the professional's role as a professional (Blau and Scott 1963; Gouldner

1957; Wilensky 1956). For example, autonomy, self-regulation and individual

decision making required by the professional, may conflict with the hierarchical

control and official rules of bureaucratic administration (Etzioni 1969).

Therefore, to what extent, if at all, does this dual membership alienate

professionals from their own values and goals?

By contrast, others suggest that the relationship between the organisation and

the professional is harmonious. That is, conflict does not necessarily exist

(Aranya and Ferris 1983, 1984; Aranya and Jacobson 1975; Hall 1968;

Thornton 1970; Wallace 1993, 1995). For example, the literature suggests that

there is an adjustment between norms and goals of the organisation and

professionals. The nature of this adjustment depends, however, on the type of

organisation (Hall 1967; Nelson 1981; Scott 1966).
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Heteronomous versus autonomous

The literature reveals two contrasting types of bureaucracy which employ

professionals (Scott 1966); namely, the heteronomous organisation (for

example, libraries, high schools and industry in general) and the autonomous

organisation (for example, hospitals, universities and law firms). Heteronomous

and autonomous organisations differ in two main characteristics: division of

labour and authority structure.

More recently, however, ownership status has been used to distinguish

between different types of autonomous organisations. True-autonomous

organisations are identified as those where professionals control both capital

and technical work, such as law firms, private medical clinics, accounting and

architectural partnerships. On the other hand, semi-autonomous organisations

are those where professionals cannot control the capital but only the nature of

their technical work, such as, hospitals and universities (Derber, Schwartz and

Magrass 1990). Hence, whereas in true-autonomous organisations only

professionals can gain access to, and buy ownership, in semi-autonomous

organisations ownership is placed out of the professional group (Nelson 1981).

The following discusses the influence of these three different types of

organisation on the relationship between the professional and the organisation .

• Heteronomous organisations: Proletarlanlsatlon of professionals?

It has been proposed that in heteronomous bureaucratic settings, the

professional has been subjected to a process of proletarianisation, that is, the
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loss of their professional autonomy. It is argued (Oppenheimer 1973, 214) that

professionals' job conditions deteriorate when they become dependent upon

salaries and availability of places to work:

Bureaucracies tend to replicate in the professionals' own
work-place, factory-like conditions - there are fixed jurisdictions,
ordered by rules established by others; there is an hierarchical
command system; jobs are entered and mobility exists on the
basis of performance in uniform tasks, examinations, or the
achievement of certification or 'degrees'; work tends to become
specialized, hence extensive division of labour develops.

These factory-like conditions are thought to be responsible for professionals'

alienation from the work they do, consequently leading to decreases in levels

of job satisfaction and overall work discontentment (Derber 1982). For instance,

engineers working in private industry exhibit a considerably weaker professional

orientation, including a desire for autonomy, than other professionals in

autonomous organisations, such as scientists and law practitioners (Wilensky

1964).

This finding has been attributed to engineers' proletarianisation and consequent

loss of professional identity. Often they are described as working in large rooms

that might resemble an assembly line and subjected to factory-like discipline

(Strauss 1963). That is, 'in many firms, strict working hours and use of time

clocks were required for engineers I (Dvorak 1963, 47). Professionals may,

therefore, experience an over simplification of their work that will end up with

routine tasks to perform. In addition, engineers seem to be subjected to

bureaucratic control and consequently in danger of losing their professional

autonomy. That is, whereas many other professionals, such as scientists and
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academics, are relatively free to choose research subjects and to publish in

professional journals, engineers' research usually has to be tailored to their

firm's objectives, and often the results must be kept secret (Dvorak 1963).

Furthermore, the lack of external references, such as formal associations and

peer recognition, is said to reflect the importance that engineers place upon the

judgement of their superiors rather than a peer's evaluation of their

performance (Kerr, Von Glinow and Schriesheim 1977). Professionals are

subordinate to management. Thus, they have to submit to a hierarchical

structure of control, where orders flow from the top to the bottom. Power is

within organisational structure itself. Therefore, the prime goal of an engineer's

career is to be a member of the management rather than simply to practise

their original speciality (Goldner and Ritti 1967; Hansen 1963; Perruci, Lebold

and Howland 1966). Yet even when they reach top management positions they

have no control over the organisations' capital (Derber and Schwartz 1991) .

• Semi-autonomous organisations: In limbo?

By contrast, it has been suggested that in autonomous organisations, the

profession becomes the principal frame of reference for individuals (Lachman

and Aranya 1986). There are differences between true-autonomous and semi-

autonomous organisations, however. It has been said that semi-autonomous

organisations reflect a synthesis of professional and bureaucratic models (Hall

1967; Montagna 1968). As Hall (1967, 475) suggests:

The argument here is basically that an equilibrium is achieved
between the level of norm internalization, professionalization in
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this case, and the level of organizationally generated norms or
bureaucratization.

It is unclear what this means, however. Does it imply that professionals can

maintain the professional-like aspect of their jobs without surrendering to

organisational control? Scott's (1966) argument is that maintaining professional

autonomy might depend on the influence of the occupational group in the

organisation. As such, the higher the general prestige of the professional group,

and the more central to the functioning of the organisation is the content of

professional work, the more likely it is that the goals of the organisation will be

consistent with those of the professionals it employs (Scott 1966). This implies

that professionals are more able to control the conditions of their work. For

example, in a hospital work setting, Goss (1961) observed that the physician

in charge exercises authority with respect to the scheduling of students,

assistants, room, and patients. Although, 'senior' doctors routinely review

patients' charts, they are expected to offer only suggestions on patient care to

their fellow 'junior' physicians.

Yet professionals in semi-autonomous organisations have lost some of their

freedom (Derber and Schwartz 1991). That is, a shift of control, from

professionals to the administrators, is happening; Perrow (1965) identifies this

change as the' administrative dominance'. Power and control derives from the

administrator's internal and external activities in the organisation. These

activities include co-ordination of the personnel and co-ordination of activities

with other institutions. Professionals' activities are, therefore, 'regulated to fit
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in with the overall organizational purpose as well as co-ordinate with the

activities of others' (Scott 1966, 270).

The image of the autonomy of professional work has been questioned by the

professionals themselves. For example, a study of lawyers, doctors, scientists

and engineers shows that ninety per cent agree that they control how the work

is done, but only sixty per cent said that they have the autonomy to control the

choice of projects and clients. Moreover, scientists have expressed their

discontent with organisational procedures (Derber, Schwartz and Magrass

1990, 137):

We have to wear our safety glasses all the time, we have to wear
our lab coats, we have to give them urine specimens once a
week .... The restrictions are absolutely ridiculous.

Furthermore, American doctors working in hospitals are apparently subjected

to bureaucratic control. The evidence is that they see themselves as factory-like

workers on piece rate work. For instance, their salaries are based upon the

number of patients that they see and their own schedule of patient attendance

is fixed by administrators. For instance, there is a predetermined time of fifteen

minutes for each patient. Consequently, they feel the pressure to achieve

organisational goals and budgets that were determined by others not

themselves and which may not be in the patient's best interest (Freidson 1970,

1994).

The literature suggests that semi-autonomous organisations also dilute

professionals' autonomy regarding their intention to decide the purpose of their
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work. This situation, however, might vary depending on the ability of

professionals to control capital. For example, scientists working in independent

research institutes were found to be more autonomous than doctors working in

hospitals (Derber and Schwartz 1991). This greater work autonomy experienced

by scientists than doctors relies upon a variety and distinct form of sponsorship

available in research organisations. By contrast, doctors are exclusively

dependent upon the hospital administrators.

• True-autonomous organisations: Professionalisation of the

organisation?

The true-autonomous organisations are said to be 'the contemporary form of

professional self-employment' (Derber and Schwartz 1991, 77). These

organisations are also considered to be the ideal workplace for professionals

(Grenwood, Hinings and Brown 1990; Lincoln and Kalleberg 1985). This is

because true-autonomous organisations are more profitable and a more

challenging work place than solo practices (Abel 1989; Derber and Schwartz

1991). Further, they allow professionals to control the technical aspects of the

work, as well as the purposes of their work.

In the light of the capitalism thesis, true-autonomous organisations seem to be

a paradox. It is suggested that they resemble capitalist or utilitarian

corporations in some respects, for example, wages exchanged for labour and

profit generation for the benefit of the owners. The true-autonomous

organisations have, however, altered capitalist ownership legal arrangements.
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That is, true-autonomous organisations are owned and controlled by the

employees. This creates special conditions for the division of labour and

authority structure in the organisation (Derber, Schwartz, Magrass 1990, 125):

Like craft workers a century ago, professionals have exploited
their expertise to carve out a unique niche: part wage-earner, part
manager, and part entrepreneur.

When true-autonomous organisations become larger, with fifty or more

professionals, they face the need for the division of labour. For example, the

executive partner is virtually a full-time manager (New Law Journal 1986, 384-

390). They dictate the rules, and their status as senior partners in the firm give

them almost an oligarchical control over capital. Furthermore, partnerships often

hire outside managers who are not professionals themselves (Nelson 1981;

Slinn 1984). These managers are employed to direct the administration of the

firm. This might include accounting and bookkeeping, billing and scheduling and

co-ordinating personnel and tasks, primarily among non-professional staff, such

as clerks and secretaries. Although the division of labour and management is

inevitable, this is often the prerogative and responsibility of professionals.

Managers' administrators, however powerful, are ultimately subordinated to the

senior partners. Hence, it is the professionals who dominate the organisation

rather than the bureaucratic administrators (Nelson 1981).

Moreover, the professional in true-autonomous organisations have an incentive

to become skilled. For example, the law professionals have to pass through a

process in which they are supervised by a senior professional, the mentor.

During this stage of mentorship there is little attempt to simplify the work of the
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junior professional, on the contrary, their work becomes more complex

(Splanger and Lehman 1982). In the beginning of their careers, junior-

professionals may be assigned to minor tasks. They basically shadow their

mentor, attending meetings and do much of the mentor's work. Eventually,

professionals will acquire complete skills. In time, they start to work on their

own, with their own clients. As such, this period of training under a senior's

supervision is intended to prepare the junior professional for the future when

he will eventually assume higher responsibilities within the organisation (Abel

1989; Nelson 1981). Thus, mentorships, if successful, will produce autonomous

craftsmen (Splanger and Lehman 1982).

Such domination by professionals in true-autonomous organisations coupled

with total monopoly power, capital and knowledge, provides professionals with

the ability to maintain their professional autonomy (Derber and Schwartz 1991).

The privilege of leadership is not bound by rules but it is dependent upon

consensus among partners. There are norms of consultation rather than

command. That is, the firm's leaders for the most part 'ask for' rather than

'order> compliance (Greenwood, Hinings and Brown 1990). Professionals rely

on a network structure of control where the superior-subordinate relationship of

the heteronomous organisations is replaced by the professional norms and

standards imposed by the professional association (Harries-Jenkins 1970). This

network structure of control seems to work at least with senior members, before

directives can be handed down to the firm (Nelson 1981). It seems, therefore,

that professionals in true-autonomous organisations discovered the way of
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'turning dependent employment into authority and privilege' (Derber and

Schwartz 1991, 72).

Organisational loyalty versus professional loyalty?

The preceding review on heteronomous and autonomous organisations

suggests that the relationship between professionals and their employing

organisation is a complex one. Part of the literature suggests that there is an

inherent conflict between professional and bureaucratic authority (for example,

Blau and Scott 1963; Etzioni 1975; Gouldner 1957; Wilensky 1956). Others

suggest that professional and bureaucratic authority can co-exist (Freidson

1994; Hall 1968). The relationship between the profession and the organisation

is thought to influence the relationship between organisational and professional

commitment (Thornton 1970). The following discusses early studies which

illustrate the mechanism of such relationship.

'Local versus cosmopolitan role' Model

One of the earliest contributions to the debate is Gouldner's (1957) study of

college teachers that distinguishes between two types of professionals:

'cosmopolitans' and 'locals'. 'Cosmopolitans' are defined as those who retain

a frame of reference towards the professional group, and who are committed

more to their skill than the employing organisation. 'Locals' are those who

identify themselves with groups inside the organisation, and who are more

committed to their organisational role than to their professional role. For

example, the degree of influence in the organisation is important to 'locals' but
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not to 'cosmopolitans I. More specifically, 'locals I make decisions concerning

the selection of prospective students, the student's tenure, for example,

dismissal or suspension and so forth. Further, 'locals' tend to participate more

in the activities of the college than 'cosmopolitans'. Gouldner also concludes

that professionally oriented faculty members ('cosmopolitans ') were less willing

than their organisationally oriented counterparts ('locals ') to employ formal

rules as the means of controlling students' behaviour.

Based on Reissmann (1949) and Bentz (1950) studies, Gouldner also suggests

that 'cosmopolitans' are likely to be the staff experts with specialized skills,

having only peripheral interest in the local power situation. They tend to identify

and associate with their professional colleagues rather than with their

bureaucratic partners. Work is evaluated in terms of meeting professional

standards rather than following organisational rules. Further, 'cosmopolitans'

will be those in the college staff who probably publish more, spend less time

on college committees, devote less time to teaching and students, attend more

professional meetings, and be more willing to leave college than the 'local'.

But, can professionals be both 'cosmopolitan' and 'local'? Gouldner and his

followers (Blau and Scott 1963; Corwin 1961; Sorensen and Sorensen 1974)

argued that these roles seer1l..~ mutuJ!Olexclusive since they 'may reflect
Jjl'\." "~I'''''~ ,: -;j' J, ;('~

the tension between the organi;,tjop's simcltaneous need for both loyalty and
If, •

expertise' (Goulder 1958, 4;j~,A study of ~essionals carried out in a public
:~
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to agency rules and procedures than organisationally oriented workers (Blau

and Scott 1963). The argument is that such rules and procedures interfere with

professional performance. In a study of nurses and student nurses within

hospitals, Corwin (1961) suggests that bureaucratic and professional perceived

standards did conflict. Consequently, Corwin concludes that those nurses who

subscribed simultaneously to local and cosmopolitan roles were less able to

carry out their ideal roles in practice than those who subscribed to one

predominant role. Corwin (1961, 611) implies that the two role conceptions

'prescribe opposing programs of action'.

'Local-cosmopolitan role' Model

One of the pioneer contributions to the compatibility thesis is Glaser's (1963)

study of scientists in a large government medical research organisation. Glaser

concludes that both 'local' and 'cosmopolitan' identities are found in the same

professional. It was observed that when the goals of the organisation are

similar to those of the professionals employed, professionals tend to develop

a dual orientation. That is, professionals may be committed to both the

profession, as we" as to the organisation (Glaser 1963, 249):

This dual orientation is derived from institutional motivation, which
is determinant of both high quality basic research and
accomplishment of non-research organizational activities. The
dual orientation arises in a context of similarity of the institutional
goal of science with the goal of the organisation.

Glaser (1963) suggests that compatibility depends upon the reality under study.

For example, Thornton (1970) observed that performance, authority and

supervision may influence the relationship between professional and
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organisational commitment. First, compatibility will increase when professionals

are more experienced and able to carry out their jobs. Second, the more the

authority relies on professional's knowledge and skill, the more compatible is

the relationship. Third, the more supervised professionals are by someone

having a greater or comparable level of expertise, the greater the compatibility

between professional and organisational commitment.

Goldberg, Baker and RUbenstein's (1964) study of scientists focuses upon the

importance of reward system for 'locals' and 'cosmopolitans'. Goldberg and

his associates were expecting that 'locals' and 'cosmopolitans' would seek

different types of rewards. For example, 'locals' would be more dependent

upon the organisation than 'cosmopolitans'. Golberg and his associates asked

individuals to rate thirty-six items which included professional and organisational

criteria to 'evaluate the worth of a technical idea'. The results came out with

a two-factor solution 'the professional self-gratification' and the 'organisational

responsibility'. Interestingly, however, the items 'advancement in the

organisation' and' pleasing organisational superiors' loaded significantly on the

factor that includes a great majority of professional items. Goldberg, Baker and

Rubenstein suggest that the results are open to the interpretation that the

distinction between professional and organisational rewards are not worth

making. Professionals seek personal gratification. It is not relevant for them,

therefore, whether rewards come from the organisation or the profession.

Other aspects of organisational life also influence both professional and
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organisational commitment. For example, participatory leadership seems to

produce high levels of professional and organisational commitment (Darde,

Hampton and Howell 1989). Moreover, organisational commitment is thought

to be a powerful predictor of professional commitment (Aranya, Pollock and

Amernic 1981). That is, 'professional commitment can be increased by

increasing organisational commitment' (Aranya, Pollock and Amernic 1981,

278). Employees can be satisfied with their jobs and loyal to their employer

(Lachman and Aranya 1986).

Discussion of the literature: the relationship between

organisational and professional commitment

The preceding review of the literature suggests that organisational and

professional commitment are related. The nature of this relationship is a

complex one, however. Some studies suggest that the relationship between

organisational and professional commitment is incompatible. Others suggest

that the relationship is compatible. What explains such a difference? To some

extent it reflects the various research methodologies. For example, one

possible explanation for such contradictory conclusions might be the variety of

different measures of professional and organisational commitment. Another

explanation is that such results might reflect the diversity of organisational

settings and occupational groups involved in the research. Such methodologies

might, however, be the result of the theoretical approach to the study of the

relationship between organisational and protessional commitment.
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Definition of professional commitment

Early empirical research on professional commitment often formulates and

measures the concept as a unidimensional construct, that is, as an affective

attachment to the profession or occupation (for example, Aranya, Pollock and

Amernic 1981; Blau 1985). One of the few exceptions is Hall's (1968) definition

of professionalism, that is, the extent to which one is committed to one's

profession. Hall identifies five attitudes representative of professionalism: (1) the

use of the profession as a major reference; (2) a belief in public service; (3) a

belief in regulation of the profession by its members; (4) a sense of calling to

the field; and (5) a belief that individuals should have the right to make

decisions in their work without approval of others. More recently, Meyer, Allen

and Smith (1993) provide a definition of professional commitment as a

combination of three distinct factors:

(1) affective professional commitment, defined as the individual's desire

to remain in the profession which reflects attachment to, identification

with, and involvement in the profession;

(2) continuance professional commitment, defined as the individual's

need to stay in the profession due to perceived costs of withdrawal

and lack of alternatives; and

(3) normative professional commitment, defined as an obligation to

remain in the profession because the individual believes it is the right

and moral thing to do; this reflects a sense of loyalty and sacrifice.

This multidimensional approach to professional commitment provides a more
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complete understanding of the individual's bonds to their profession or

occupation. The outcome of being committed to the profession represents an

increase in the chances of a person remaining in the profession. However, the

nature of the involvement and the reasons why people choose to remain are

different. For example, professionals who have a strong desire to stay in the

profession (affective commitment) and/or feel that they ought to remain

(normative commitment) might be more willing to attend conferences, to join or

participate in professional associations than a professional who is not affectively

and/or normatively committed. For example, the relationship between

professionals and their clients may generate an obligation-based commitment

towards the profession (Perrow 1972, 18):

If a patient has been going to a particular doctor for any period of
time at all, he has a .sunk cost' in this relationship - the doctor
knows him and has X rays and other records.

Conversely, those who have a strong sense of a need to stay to avoid the high

costs associated with leaving (continuance commitment) might be less involved

in such profession-related activities (Meyer, Allen and Smith 1993; Meyer et al.

1989).

Another limitation in previous research is that the measures of professional

commitment have been tested on occupational groups that might not be ideal

for validation purposes (Morrow and Goetz 1988). Empirical research tends to

focus upon accountants, engineers and nurses (Wallace 1993). Scholars of the

sociology of profession (Etzioni 1975; Goode 1969) often emphasise, however,

that these occupational groups are less professional than others, such as law
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and medicine.

The development of professional and organisational

commitment

The evidence regarding the incompatibility thesis mainly comes from

heteronomous types of organisation. On the other hand, the compatibility thesis

rests upon autonomous types of organisation. Recall that heteronomous and

autonomous organisations are structured in different ways in such matters as

incentives systems, division of labour, type of authority and supervision,

importance placed upon professional work and so forth.

Heteronomous organisations seem to be capable of absorbing the

professional's identification as an individual. It is suggested that professionals

become more involved and identified with organisational goals and values

rather than professional goals and values (Kerr, Von Glinow and Schriesheim

1977). Autonomous organisations are organised in a way that they more closely

resemble the professional structure. These structural adaptations allow

professionals to remain identified with their profession, avoiding the necessity

of choosing, and resulting in probably the best solution, that is, high

commitment to both the profession and the organisation. Time does not stand

still, however. Therefore, how does the relationship between professional and

organisational commitment evolve over time?

The literature shows conflicting views regarding the development of
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professional commitment. Some suggest that professional commitment

increases with age. That is, the more advanced professionals are in their career

stage, the stronger professional commitment is (Adler and Aranya 1984;

Sheldon 1971). The positive association between professional commitment and

age may suggest that the accumulation of investments will make it more difficult

and costly for individuals to leave the profession. Conversely, others advocate

that the level of professional commitment decreases over time (Kerr, Von

Glinow and Schriesheim 1977). It is suggested that professionals become more

involved and identified with organisational, rather than professional, goals and

values. Both schools of thought suggest, however, that organisational

commitment increases overtime. The distinct relationship between professional

and organisational commitment suggest two distinct models: the 'organisation

man' model and the 'profession-organisation man' model.

The' organisation man' model shows that whereas organisational commitment

increases, professional commitment decreases with time (Figure 2.1). This

model grows out from the idea of 'security from the womb to the tomb' that

was the hallmark of large corporations. lifetime employment, wages and

eventual progression in the hierarchical chain of command were exchanged for

employees' loyalty and sacrifice of autonomy. The ultimate goal was to become

part of the management. Consequently, the organisation and its bureaucratic

structure would present a source of considerable power and the potential for

satisfaction accompanying that power (for example, Abrahamson 1964; Connor

and Scott 1974; Hinrichs 1964; Kerr, Von Glinow, Schriesheim 1977; Sorensen
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and Sorensen 1974). This model seems to be associated with the

heteronomous type of organisation.

By contrast, 'profession-organisation man model shows that both

organisational and professional commitment increase with age (Figure 2.2). It

seems that pure technical efficiency is not enough. The smooth functioning of

an organisation may depend upon social-technical integration. Social efficiency

is loyalty attachment and involvement. This strategy seems to be the core of

the 'corporatist' model of control (Lincoln and Kalleberg 1985). Lincoln and

Kalleberg suggest that 'corporatist' organisations use normative, social and

symbolic inducements that encourage the appearance of an interdependent

relationship between employers and employees, a somewhat distinct picture

from that produced by coercive and utilitarian methods. Also, the 'profession-

organisation man' model is supported by the idea that as much as

organisations rely upon knowledge, the professional will held a special role in

the organisation. Empirical evidence concerning this type of professional and

organisational commitment mainly comes from autonomous types of

organisations, more specifically, partnerships of accountants (Adler and Aranya

1984; Aranya, Pollock and Amernic 1981).

The weakness with this approach, however, is that compatibility has been

determined through correlation coefficients. At best, these indicators show how

variables are related, but they do not indicate whether professional commitment

is greater than organisational commitment, or otherwise, and why.
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Becker and Carper (1970) propose a possible explanation for the development

of professional commitment. They suggest that the first stages in the

development of professional commitment occur during the period of training and

socialisation into the profession. According to Becker and Carper (1970) this

attachment is thought to be the result of three types of experience:

(1) the investment of time and financial resources (for example, loans

and fees) spent in a particular graduate programme make costs

associated with leaving too high;

(2) the development of a .professional ideology', that is, the

identification with professions' goals and values. When the individual

questions the worth of being involved in such a profession, peers and

teachers are there to reinforce the professional ideology;

(3) the development of technical interest and skill throughout this formal

training will produce a commitment to the task. Over time, as the

individual internalizes the values and goals of the profession, the

professional acquires the motivation essential for pursuing it further.

This process of socialisation and peer support seems particularly relevant to

certain types of occupation. Becker and Carper (1970. 210) report:

The physiologist, (...), has embarked on a career whose inner
workings and peculiar successes and failures are
incomprehensible to his parents; if he is to meet successfully the
problems his career creates in his relations with them he must
find support, as he does, in an actual functioning group of
colleagues. The philosopher, like the engineer, does not require
such well-organized colleague support because. (...) the ideology
is self-confirming to a very great degree.
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Work experiences and organisational strategies

Positive work experiences, such as job satisfaction or training experiences, may

lead professionals to develop an affective attachment and/or a sense of

obligation to the profession. In a study of Ph.D. qualified scientists, it was

shown that the time professionals spent working on professional problems,

developing competence and achieving some professional prestige was

associated with normative professional commitment (Sheldon 1971). This

willingness to exert effort towards the profession may lead to a stronger

professional identity that may increase commitment towards professional

values. The results of this study are consistent with Becker's (1960) assumption

that 'cultural expectations' serve as a type of 'side bet'. For example, the

individual's perception that others are expecting a certain level of performance

may put pressure on the individual to keep up with those expectations.

Consequently, feeling a need to live up to others' expectations can contribute

to an obligation-based commitment (Meyer, Allen and Smith 1993; Wiener

1982).

The nature of the reward system is also relevant to the development of

professional commitment. Calculative rewards, that is, money and promotion

prospects, may enhance calculative or continuance commitment (Darden,

Hampton and Howell 1989). On the other hand, a normative reward system,

that is, job satisfaction and a reciprocal sense of loyalty and duty between

employer and employee, may contribute to affective or normative commitment

(Schein et al. 1965).
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The preceding explanations concerning the development of professional

commitment are partial in their approach to the concept. For example, Becker

and Carper's (1970) analysis focuses upon the socialisation process into the

field of expertise chosen by the individual. Other researchers emphasise the

work experience itself and neglect the influence of earlier stages. What is

lacking in empirical research regarding the relationship between professional

and organisational commitment is an integrated framework to explain the

development of professional and organisational commitment. Such an approach

may be provided by Levinson's (1978) theory of adult development. The

discussion and description of the research framework are the subjects in the

next chapter.



Chapter Three

The study framework
and

hypotheses

The focus of the present study is the relationship between organisational and

professional commitment. The discussion of the literature in the two foregoing

chapters raised the question for the present study, that is, how does the

relationship between organisational and professional commitment evolve over

time? The purpose of this chapter is twofold. First, it explains the research

framework. Second, it identifies the research hypotheses by focusing upon the

salient theoretical and empirical aspects derived from the preceding literature

review.
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Research framework: Levinson's (1978) theory of adult

development

The research framework of the present study is derived, basically, from

Levinson's (1978) theory of adult development. More specifically, life structure

concept derived from Levinson's theory is the key element. First, it is age-

linked. Second, it includes both the internal and external events to the

individual. Third, it suggests change. The focus of analysis is three-fold:

(1) the development of organisational and professional commitment;

(2) the relationship between organisational and professional commitment;

(3) the nature of organisational and professional commitment.

The development of organisational and professional commitment

Overall, the preceding review of the literature has established that the

relationship between organisational and professional commitment has been

subjected to limited empirical examination. The literature establishes that

organisational and professional commitment are affected by many factors,

personal and organisational. The type of organisation, for instance, is potentially

an influential factor for the development of organisational and professional

commitment. The literature identifies two different types of organisation which

employ professionals. These are the heteronomous and autonomous



64

organisations. Recall that they differ mainly in terms of authority structure and

work specialisation. Whereas the former evolve within a hierarchical chain of

command the latter rely on a network structure. Moreover, autonomy to perform

the work is higher in the latter than the former (see Chapter Two).

The literature suggests that these two different types of organisations may be

related with to different patterns of organisational and professional

development. The literature identifies two models. The first one, the

'organisation man' model, suggests that whereas organisational commitment

increases with age, professional commitment decreases (Kerr, Von Glinow and

Schriesheim 1977). The second model, the 'profession-organisation man',

indicates that both organisational and professional commitment become

stronger with time (Aranya and Ferris 1984). Until now, however, research

based in autonomous organisation involving professional occupations, such as,

lawyers or doctors, has been limited (Wallace 1993). The core of .profession-

organisation man' model is the extent to which professional's work is crucial to

the organisation's activities, the more likely it is the goals and values of the

organisation be consistent with the goals and values of the profession (Hall

1967; Perrow 1972; Scott 1966). As such, professional commitment will

increase.

The literature also suggests that positive development of both forms of

commitment is related with an individual's position in the organisation. That is,

individuals in the higher ranks of the organisation are more committed to the
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organisation than individuals at the lower levels (Aranya and Ferris 1984). If the

achievement of a senior position is important to the individual, what happens

to the commitment of those who fail to attain promotion? The literature implies

that the state of being committed is related to the privilege that individuals in

higher positions have for attaining rewards, for example, better salaries, more

interesting jobs and greater participation in the decision-making process

(Hrebiniak 1974). But what does a promotion represent for the employee? If the

achievement of a senior position is the fulfilment of a dream, it is possible to

expect that affective commitment might be enhanced towards the organisation.

But does it mean that those employees who are not promoted are less

committed than those who are? Besides, those who acquire better jobs are also

older employees. To what extent is the development of organisational and

professional commitment explained by job level?

Another potentially important factor is the relationship between age and the

development of organisational and professional commitment. Until now,

however, age-based models were inconsistent and lack sound theoretical

bases. Recall that Becker's (1960) 'side bet' and' sunk costs' theory suggests

that age represents an investment of time in a particular course of action, as

such, age is linked to the behavioural type of commitment. Although

environmental circumstances influence or accelerate certain life-experiences,

age is also 'the' predictor of life-cycle activation (Levinson 1978). Hall and

Mansfield's (1975) study of work needs provides evidence to validate this

theoretical assumption. Hall and Mansfield suggest that when analysis of
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variance is carried out by career stage, it produces stronger differences than

the analysis of variance based by decade. Levinson's (1978) theory of adult

development is an integrative framework of analysis in that it proposes the

concept of life structure; this is shaped by personality developments as well as

the process of socialisation and adaptation. The unit of analysis is age. In

effect, a certain individual's age is equivalent to a certain life structure.

The relationship between organisational and professional

commitment

One of the basic tenets of Levinson's theory is that an individual's development

proceeds through successive pre-determined phases of change (transition),

consolidation (structure-building), re-appraisal followed by reconstruction. The

primary task in a structure-building period is to make certain key choices, form

a structure around them, and pursue one's own values and goals within this

structure. Then the life structure that has formed the basis for stability comes

into question and must be modified. Consequently, the primary task of every

transitional period is to reappraise the existing structure, to explore possibilities

for change in the self and the world, and to move toward commitment to the

crucial choices that form the basis for a new life structure in the ensuing period.

In the early career stage, Levinson's (1978) theory proposes a paradox

concerning the individual's state of being committed. Levinson suggests that

individuals may exhibit strong commitments as they build up a solid life

structure. In effect, the process of forming and modifying an occupation absorbs
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this entire period of the early career stage. Indeed, individuals are making

attempts to establish the foundations for their lives as novice adults. As such,

they might be willing to direct their energies and commitment towards a

particular project. By contrast, individuals may exhibit weak commitments as

they are still exploring and experimenting with their roles in the adult world. In

effect, a different array of opportunities is given to the individual in the early

career stage. Thus, they feel the need to experiment and decide what is better

for themselves. This scenario evolves from a structure-building period' Entering

the Adult World' to a structure-transition period 'Thirties Transition'.

In the mid career stage, Levinson's (1978) theory suggests that an individual

goes through two distinct periods. First, a period of stabilisation which

corresponds to the 'Settling Down' period. Second, a time of re-evaluation at

the 'Mid-life Transition'. At the 'Settling Down' period an individual tries to

build up his second life structure which, if successful, will carry him to the

culmination of the striving of his youth. For example, the development of a

career. It is, therefore, a period of intensification of an individual's commitments.

Further, the 'Mid-life Transition' is the period for previous life structure

evaluation, where expectations and dreams are compared to the actual reality.

At this stage, Levinson's theory describes two different scenarios that might

influence the state of being committed in the next career stage. First, the

evaluation of the previous life structure is positive, that is, the accomplishment

of life-expectations and dreams satisfy the individual. Second, the evaluation

of the previous life structure is negative, that is, the reality is far from the
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individual's initial expectations.

In the late career stage, Levinson's (1978) theory suggests that individuals will

accommodate decisions taken in the early stages of their careers. This process

of accommodation may reflect two different scenarios described earlier. The

importance of, and involvement in work, might decline as a consequence of a

negative re-evaluation of an individual's life. The other possible scenario

suggests that the importance of, and involvement in, work might increase as a

consequence of a positive evaluation of an individual's life. This positive

outcome reflects the individual's self-actualization in the work place. It means

an individual's sense of autonomy to perform their jobs is high. This

discrepancy observed by Levinson might be the result of the different types of

occupations included in his study. Although the sample size in Levinson's

research was small (forty individuals), the diversity of occupations ranged from

blue-collar workers to professionals. The sense of decline after the 'Mid-life

Transition' might be more acute for individuals who are dependent upon their

physical aptitude to execute their jobs. Physical limitation is a natural process

due to aging. Yet, those who have to adjust and overcome the loss of their

physical power may feel more dissatisfied and discontent than those whose

jobs are dependent upon intellectual activities.

Regarding the profession-organisation conflict thesis, the relationship between

organisational and professional commitment may be distilled into two schools

of thought. One view is that the relationship between organisational and
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professional commitment is incompatible. That is, when individuals enter the

organisation they have to choose between commitment to the profession or

commitment to the organisation (for example, Gouldner 1958). The opposing

view is that both forms of commitment are compatible and even sequential, that

is, professional commitment influences organisational commitment and strong

levels of organisational commitment induce high levels of professional

commitment (for example, Hall 1967).

The literature is, however, relatively fragmented and the various theorists and

researchers have approached the topic in different ways, using various

definitions of the concepts and different questions. For example, what does it

mean when it is said that professional and organisational commitment are

incompatible? Marxist scholars suggest that the working conditions of

professionals deteriorate when they become salaried employees (for example,

Oppenheimer 1973). Consequently, there is a decrease in work involvement

which causes alienation and job dissatisfaction. Does it imply that

bureaucracies deprive individuals of their deepest and most important beliefs

about their craft, consequently removing their pride in their work and instilling

feelings of alienation and dissatisfaction? Conversely, does it mean that the

professional is primarily identified with the organisation rather than the

profession? If the professional's status and power are erode by changes in their

work setting, should they be more attached to their profession than to their

employing organisation? Or, does it mean that professionals are above

organisational authority, that they do not accept organisational norms and
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values and, that they seek recognition and rewards outside the organisation?

The incompatibility thesis is based on the notion of a dilemma, that is, the

assumption is that simultaneous membership of a profession and organisation

pose a tension.

By contrast, the compatibility thesis suggests that both forms may co-exist

simultaneously. But, what does compatibility mean? Reichers (1985) has

argued that organisational commitment is a multifaceted phenomenon. Multiple

commitments result from intense identification with goals and values of the

organisation. Reichers (1985, 469) notes that the emphasis of research has

been on the psychological influences on organisational commitment, that is,

'individual-organisational relationship exemplified in side bets and sunk costs

approaches'. Reichers argues, however, that an understanding of the nature

of the organisation itself is equally important as the organisation is the focus of

the individual's commitment. While Reichers did not address professional

commitment, per se, it could be argued that an individual's psychological state

and the profession itself are similarly important for understanding professional

commitment.

The evidence is that incompatibility between organisational and professional

commitment applies in heteronomous organisations (Kerr, Von Glinow and

Schriesheim 1977). The compatibility thesis seems prominent in autonomous

organisations (Adler and Aranya 1984; Aranya and Ferris 1984; Aranya, Pollock

and Amernic 1981). It seems that compatibility requires a congruence of goals
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and values between the organisation and the profession (Glaser 1963). Perrow

(1965) suggests the authority structure shapes the type of operative goals that

are likely to prevail in the organisation. The literature review also suggests that

the authority structure of the organisation varies according to the type of

professionals employed (Scott 1966). For example, when organisations are

dominated by professionals with a strong sense of professional identity and a

need for autonomy - as is the case for autonomous organisations - the

organisation's and profession's goals and values are probably identical, if not,

the same. In this case compatibility is expected.

If the status quo changed - for example, if a professional is confronted with a

situation to compromise the interest of the client for the sake of the firm - the

outcome of such a crisis shows where the professional's loyalty lies.

Professionals staying in the organisation might represent, on the one hand,

those who are loyal to the organisation's goals and values or, on the other

hand, those who cannot afford to leave the organisation. It seems, therefore,

that co-existence of both forms of commitment does not resolve the question

of loyalties.

The evidence analysed in the literature review suggests that the relationship

between organisational and professional commitment has been inferred from

correlation coefficients (Wallace 1993). This technique of data analysis

suggests a certain amount of correspondence between organisational and

professional commitment. It is unclear from this association, however, which
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type of commitment, if any, predominates.

There are indications in the literature which suggest that the focus of the

employee's commitment is related to the type of organisation. For example,

Lachman and Aranya (1986) carried out a study of organisational commitment

among accountants in 'public accounting firms I and' industry and government I

organisations. They observed that organisational commitment was highly

related to the intention to leave among the 'industry and government I •

Interestingly, professional commitment, rather than organisational commitment,

was more strongly associated with intentions to leave the organisation among

'public accounting firms I. It is inferred from Lachman and Aranya's study that

in autonomous organisations, professional commitment might predominate over

organisational commitment.

It is unclear, however, whether, and to what extent, this relationship develops

over time. For example, it has been suggested that professional commitment

begins to develop before an individual enters the organisation (Becker and

Carper 1970). Conceivably, in the early career stages, professional commitment

might be higher than organisational commitment. As time goes by, however,

professionals are socialised into the norms, values and goals of the

organisation (Becker and Carper 1970). Such socialisation may result in the

individual becoming more committed to the organisation than to their

profession. This process of socialisation might be compared to a sort of

specialisation which binds employees to the organisation (Raelin 1~85). This
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may act as a .sunk cost' making leaving more costly than staying (Becker

1960). If organisational and professional commitment based on accumulated

organisational and professional investment increases, feelings of obligation

should also increase to maintain cognitive consistency (for example, Reilly and

Orsak 1991). Furthermore, professionals cannot be committed to something

they have not acquired: obligations need to be learned and loyalties need to

develop, just as investments need to accumulate.

The nature of organisational and professional commitment

It seems that the reasons why people choose to stay in the organisation or

profession are potentially different. Indeed, the literature review identifies a

multidimensional perspective in which three different ways of being committed

are defined: the sense of wanting to stay, needing to stay and ought to stay

(Allen and Meyer 1990). Therefore, the question •how does the relationship

between organisational and professional commitment evolve over time?' has

to be reformulated to include the differences in the nature of being committed.

Multiple forms of commitment seem particularly relevant for further

investigation, as it is unclear what the motives of a professional's commitment

are to both their organisation and their profession. There are two opposing

perspectives which relate to the influence of work values orientation upon

organisational and professional commitment (Hall and Mansfield 1975). Some

researchers advocate that professionals are more concerned with the well-being

of their clients and their acts are ruled by the norms and procedures of the
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profession (Etzioni 1975). Others suggest that professionals succumb to the

utilitarian concerns of their employing organisations (Oppenheimer 1974). Once

again, the evidence seems to suggest that the type of organisation seems to

influence the form of organisational and professional commitment experienced

by the individual (Aranya and Ferris 1984; Wallace 1995). That is, the

individual's attachment towards the organisation or profession depends upon

the influence that a professional can exert towards their employing organisation.

For example, Wallace (1995) focuses upon 'corporatist I organisations .

.Corporatists I are defined as organisations which control labour through

normative, social and symbolic inducements (for example, satisfaction) rather

than calculative or utilitarian rewards (for example, money). The research

concludes that the more employees participate in the process of decision-

making, the greater the levels of attitudinal organisational commitment. It is also

observed that the more the organisation has norms and rules similar to those

used by the professional group employed, the more satisfied and committed the

employee is. Opportunities for upward mobility within the organisation are also

positively related to organisational commitment. The greater the perceived

legitimacy of promotions, the higher the attitudinal organisational commitment.

This 'corporatist I type of organisation is also thought to rely upon a

decentralised type of authority, to depend on a system of rules and procedures

similar to that used by the dominant professional group employed, and to

provide upwards career mobility (Lincoln and Kalleberg 1985). It is inferred,
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therefore, that the change within the organisation for professional advancement

might influence attitudinal professional commitment. As such, there are

indications to suggest that professionals' work values orientation is obtained

directly from the work experience itself (for example, interest, challenge,

responsibility and autonomy) (Cohen 1992). It can be proposed, therefore, that

in autonomous organisations the attitudinal form of commitment might

predominate over calculative forms of commitment.

The research variables

The definitions of the research variables are as follows:

Organisational commitment: the psychological state which influences

the likelihood of an individual continuing or discontinuing membership

with the organisation: a sense of wanting, needing and obligation to stay;

Professional commitment: the psychological state which influences the

likelihood of an individual continuing or discontinuing membership with

the profession: a sense of wanting, needing, and obligation to stay;

Job involvement: the strength of an individual's psychological

absorption in work;

Professionalism: the importance of the profession to individ,uals

including the professional organisation as a major referent, belief in

public service, belief in self-regulation, sense of calling to the field and

autonomy;

Work values orientation: a person's work values that might be altruistic

and/or calculative;
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Age: the difference between 1994 and the year the individual was born;

Organisational position: a person's position within the formal

organisation's hierarchy.

The definition of the research variables closely follows the issues raised

concerning the multidimensional nature of commitment. Recall that particular

attention has been given to affective forms of commitment (for example,

Mowday, Porter and Steers 1982) and how this may mislead research results.

Both forms of commitment are therefore measured as a multidimensional

construct. Morrow and McElroy (1986) defined work commitment as a multi-

construct which includes organisational and professional commitment, job

involvement, the assessment of professionalism and work values orientation.

This seems to provide a more global assessment of commitment yet it does not

neglect the multiple dimensions of commitment. Job involvement,

professionalism, organisational and professional commitment have been shown

to be empirically different (Morrow and McElroy 1987). Work values orientation

will allow the researcher to determine the professional's actual orientation

towards work. This may shed some light on the debate of altruistic versus

calculative work value orientation among professionals.

The theoretical value of age is grounded in the Levinson's (1978) theory of

adult development.
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Research hypotheses

The rationale regarding the research question - how does organisational and

professional commitment evolve over time - suggest a number of research

hypotheses for the present study. Recall that Levinson suggests that individuals

are expected to go through different stages of stability and transition. These

different periods in an individual's life are characterised by different states of

being committed. For example, the early career stage is a period of strong yet

conditional commitments. The mid career stage is a period of intensification of

commitments and the re-evaluation of one's own life. The late career stage is

a period of accommodation. Levinson's theory describes two possible scenarios

in the late career stage. One scenario suggests lower involvement and a

decrease in the importance of work. The other suggests that in late career

stages individuals exhibit stronger commitments (organisational and

professional) than younger people. Earlier in this chapter, the researcher

suggested that such duality might be a consequence of the different types of

professions that Levinson included in his study. The assumption in the present

study is that individuals holding professional occupations are most likely to

exhibit the pattern described for the second scenario. Positive and stronger

commitments occur when an individual's work provides the means for self-

actualization, that is, the career process accompanies the process of the

individual's maturation.

In addition, there are indications in the literature which suggest that when

professionals are employed in autonomous organisations, both forms of
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commitment are positively correlated. As such, organisational and professional

commitment are expected to increase over time - the so-called 'profession-

organisation man' model. The literature also suggests that during the training

period, professionals are socialised into the norms and values of the profession.

It would be expected that during early career stages individuals have not yet

had the time to be socialised into the norms and values of the organisation.

This consideration leads the researcher to believe that professionals working

in autonomous organisations exhibit higher levels of professional commitment

than organisational commitment, at least in early career stages. This

assumption is also based on the knowledge that autonomous organisations

provide a self-reliant work environment where the rules, norms and ethics of the

organisation are similar to those of the dominant group of professionals

employed. Moreover, the process of individuals' socialisation into the

organisation, might result in a predominance of organisational commitment.

Such discrepancy is most likely to occur in the 'Mid-life Transition' when

individuals re-assess and re-evaluate earlier decisions. For example, the choice

of their career's path.

The importance of job level is also pointed out as positively related to

organisational and professional commitment. Yet, it is also known that older

individuals usually hold better jobs in the organisations. The present study is,

therefore, concerned with the relative influence of age and job level upon the

development of organisational and professional commitment. This question also

concerns the nature of organisational and professional commitment. The
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literature leads to the assumption that professionals working in autonomous

organisations are motivated by normative and symbolic inducements rather

than by calculative rewards. Such positive work values orientation certainly

influences the nature of organisational and professional commitment.

The research hypotheses are divided in three groups, these are:

Group 1 The development of organisational and professional

commitment;

Group 2 The relationship between organisational and professional

commitment;

Group 3 The nature of organisational and professional commitment.

The development of organisational and professional

commitment

1. Organisational commitment increases systematically by age.

2. Professional commitment increases systematically by age.

3. Organisational commitment is expected to correlate positively with job
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level.

4. Professional commitment is expected to correlate positively with job

level.

The relationship between organisational and professional

commitment

5. At the 'Entering the Adult World' period, professional commitment is

expected to be significantly higher than organisational commitment.

6. At the 'Thirties Transition' period, professional commitment is

expected to be significantly higher than organisational commitment.

7. At the 'Settling Down' period, no significant difference between

organisational and professional commitment is expected.

8. At the 'Mid-life Transition' period, organisational commitment is

expected to be significantly higher than professional commitment.

9. At the 'Middle Adulthood' period, no significant difference between

organisational and professional commitment is expected.

10. At the 'Late Adulthood' period, no significant difference between
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organisational and professional commitment is expected.

The nature of organisational and professional commitment

11. Affective organisational commitment is expected to increase over time.

12. Continuance organisational commitment is expected to increase over

time.

13. Normative organisational commitment is expected to increase over

time.

14. Affective professional commitment is expected to increase over time.

15. Continuance professional commitment is expected to increase over

time.

16. Normative professional commitment is expected to increase over time.

17. Affective organisational commitment is expected to predominate over

continuance organisational commitment.

18. Affective professional commitment is expected to predominate over

continuance professional commitment.
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Summary

This chapter suggested a research framework for the relationship between

organisational and professional commitment over time. This study uses the

Levinson's theory of adult development as the framework of analysis to study

the development and the relationship between organisational and professional

commitment. The research variables were also defined. Finally, the research

hypotheses were identified. The next chapter describes the research

methodology.



Chapter Four

Research Methodology

The research focuses upon the relationship between professional and

organisational commitment. The research question is how such commitments

develop over an individual's lifetime. The purpose of this chapter is threefold:

(1) it describes the research measures;

(2) it identifies the research population and describes the sampling

strategy;

(3) it assesses the sample robustness.

The choice of design and methodology was dictated by the need to make

systematic comparisons between different age-groups and different forms of

commitment within them.
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Measurement

Chapter Three identifies the research variables. These are: (1) organisational

commitment, (2) professional commitment, (3) the importance of the profession

to the individual, (4) job involvement, (5) work values orientation, (6) job level

and (7) age. This section describes the process of choice regarding the

research scales. The choice of measures was guided, mainly, by the need for

instruments with acceptable psychometric properties, that is, instruments which

are valid and reliable. One of the major concerns in the organisational

behaviour literature is construct validation. When concepts are measured it is

always an issue whether respondents can in practice distinguish between

concepts which are seen by researchers as rationally separate

conceptualizations (Carmines and Zeller 1981). Another issue is scale reliability.

Reliability concerns the extent to which the measurement procedure yields the

same results in repeated analysis (Carmines and Zeller 1981). The present

research strategy was to use tried and tested scales.

Measurement of organisational and professional commitment

The literature on organisational and professional commitment identifies a wide

range of measures regarding these two constructs. Until recently, the most

frequently used measures were Ritzer-Trice (1969), Hrebiniak-Alluto Scales

(1972) and Mowday, Porter and Steers (1982) - Organisational Commitment

Questionnaire. The former two scales were designed with the intention to

measure commitment as defined by Becker's (1960) side-bet theory. The latter,

Organisational Commitment Questionnaire (OCQ), measures affective



85

commitment only. More recently, however, the Ritzer-Trice and Hrebiniak-Alluto

Scales have been subjected to criticism. Meyer and Allen (1984) suggest that

both of these scales seem to measure affective commitment. In fact, Ritzer-

Trice and Hrebiniak-Alluto Scales, like Organisational Commitment

Questionnaire, correlate significantly with the' sense of wanting to stay' (r = 0.5;

0.54; 0.78, respectively) but not with the 'sense of needing to stay'. Further,

neither the 'sense of wanting to stay' nor Organisational Commitment

Questionnaire correlated significantly with the 'sense of needing to stay'.

Although the Organisational Commitment Questionnaire has demonstrated

good psychometric properties in the literature, the preference is towards a scale

that represents commitment as a multidimensional concept.

In this study, the Allen and Meyer's (1990) scale was chosen. The scale

incorporates both the measurement of affective and calculative forms of

commitment. The scale has good face value to be used across different

domains. Thus, the scale is suitable for different foci of commitment, for

example, the profession or the organisation (Meyer and Allen 1984).

Organisational and professional commitment were measured using Allen and

Meyer's (1990) twenty-four item scale and eighteen item scale, respectively.

Whereas the measurement of organisational commitment uses eight-item

subscale, the measurement of professional commitment uses a six-item

subscale. The scales are analogous in style and have been used by the

authors in several studies, as well as other researchers (for example, Cohen

and Kirchmeyer 1995; McGee and Ford 1987; Reilly and Orsak 1991; Somers
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1995). The scales measure three dimensions of commitment, such as:

(1) affective commitment or 'the sense of wanting to stay';

(2) continuance commitment or 'the sense of needing to stay'; and

(3) normative commitment or 'the sense of one ought to stay' .

• Affective commitment

This measure assesses commitment by positive feelings of identification with,

attachment to, and involvement in, the working organisation or profession. This

dimension was measured using items, such as:

'I would be very happy to spend the rest of my career with this firm';

'I am enthusiastic about the profession'.

• Continuance commitment

This measure focuses upon the extent to which employees feel committed to

the employing organisation or profession by virtue of the costs that they feel are

associated with leaving. The following items are examples of how this

dimension was measured:

'I feel that I have too few options to consider leaving the firm';

'It would be too costly for me to change my profession now'.

• Normative Commitment

This scale emphasises the extent to which employees feel morally obliged to

remain with the organisation or profession. This dimension was measured by

expressions such as:
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'One of the major reasons I continue to work for this firm is that

I believe that loyalty is important and therefore feel a sense of

moral obligation to remain';

'I feel a responsibility to the solicitors' profession to continue in it'.

The scales employed a seven-point Likert-type response format (from one

'strongly disagree' to seven 'strongly agree'). Only minor amendments to the

nomenclature were required to make the scales relevant.

Reliability coefficients (Cronbach's alpha) are reported for each subscale of

organisational commitment: affective, continuance and normative. The results

are 0.87, 0.79 and 0.73, respectively (Allen and Meyer 1990). Parameters

reflecting the stability of the constructs over time were all high (r = 0.980) (Meyer,

Allen and Gellartly 1990). Affective and normative commitment are moderately

related (r = 0.5), 'suggesting that feelings of obligation to maintain membership

in the organisation, although not identical to feelings of desire, may be

meaningfully linked' (Allen and Meyer 1990, 8).

The professional commitment eighteen-item scale has been developed quite

recently (Meyer, Allen and Smith 1993). It has not, therefore, been applied to

a wide range of occupations. Nevertheless, the psychometric properties

reported are acceptable. Reliability coefficients (Cronbach's alpha) are 0.87,

0.79, 0.73 - affective, continuance and normative - respectively (Meyer, Allen

and Smith 1993). Confirmatory factor analysis suggests that professional
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commitment is a distinct measure from organisational commitment. In fact,

when three occupational and three organisational commitment factors were

analysed, the six-factor provides the better solution. The parsimonious normed-

fit index is 0.893 for the six-factor solution and 0.880 for the three factor

solution (Meyer, Allen and Smith 1993).

Measurement of the importance of the profession

The importance of the profession to the individual was measured by using

Snizek's (1972) twenty-five-item shorter version of Hall's (1968) - .Professional

Inventory' . This scale includes attitudinal aspects of professional commitment.

These are:

(1) professional organisation as a major reference, for example,

'I systematically read the professional journals';

(2) a belief in public service, for example,

'I think my profession, more than any other, is essential for

society';

(3) a belief in self-regulation, for example,

'We really have no way of judging each other's competence ':

(4) a sense of calling to the field, for example,

'The dedication of people in this field is most gratifying ':

(5) autonomy to make decisions concerning their jobs, for

example,

'I am my own boss in almost every work-related situation'.
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The scale uses the five-point response format (from one - 'very well' to five -

'very poorly'). This scale has been used with a wide range of professions, for

example, physicians, lawyers, nurses, teachers, chemists and engineers.

Reliability coefficients consistently range from 0.69 to 0.86 (Bartol 1979; Hall

1968; Snizeck 1972). Morrow and Goetz (1988) reported satisfactory

discriminant and convergent validity of the measure. That is, canonical analysis

suggests that the professionalism scale measures different aspects of

commitment when compared to other forms of work commitment (for example,

job involvement, organisational commitment and work ethic).

Measurement of job involvement

Job involvement was measured by using Lodahl and Kejner's (1965) five-item

scale. This determines the degree to which a person is identified with and

absorbed by their job, for example, 'I live, eat and breathe my job'. These five

items clearly express high involvement and a feeling of being duty-bound

towards work. The split half coefficient (r) ranges from 0.72 to 0.89 (Lohahl and

Kejner 1965). More recently, Drummond (1993) reported acceptable coefficients

alpha which ranged from 0.63 to 0.88. Construct validity was suggested by the

association of job involvement and such variables as supervision quality (r =

0.31, P < 0.05) (Lodahl and Kejner 1965). As the authors suggest, job-involved

individuals are most probably the same sort of employees who provide good

supervision. Further evidence of validity is suggested by the degree to which

the measure discriminates among groups at different career stages. People at

the early career stage were found to be less involved in the job than others who
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were already embarked on their life careers. The scale employs a seven-point

Likert-type response format, from one - 'strongly disagree' to seven - 'strongly

agree' (Morris and Snyder 1979).

Measurement of work values orientation

Normative work values orientation was measured by using Popper and

Lipshitz's (1992) six-item scale. Calculative work values orientation was

measured by using Shepard's (1972) four-item scale. This dichotomy reflects

two basic personal values, normative versus calculative, which is consistent

with the measurement of commitment (Wiener 1982) .

• Normative work values

Popper and Lipshitz's (1992) scale of normative work values expresses a moral

obligation by which people direct their lives, no matter what the material reward.

For example,

'It is important for me to work in a place where people perceived

themselves as idealistic and concerned' .

There is also evidence of scale reliability and validity. The authors reported a

reliability coefficient alpha of 0.88. Construct validity is suggested by the weak

association (r = 0.2) between work values orientation and social desirability

Marlowe-Crown scale (Popper and Lipshitz 1992). The scale uses a five-point

Linkert-type response format (from one - 'very important' to five - 'not

important at ali').
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.Calculative work values

Shepard's (1972) measure of calculative work values expresses the extent to

which work activities are carried out solely for anticipated future rewards and

not for any intrinsic value. For example,

'Money is the most rewarding reason for working' .

The scale uses five-point linkert-type response format (from one - 'strongly

disagree to five' - 'strongly agree '). The authors report corrected-item reliability

coefficients ranging from 0.38 to 0.48 .

• Personal characteristics

Age, job level and gender were determined through specific questions.

Sampling strategy

The study was based upon solicitors as they clearly met the criteria of a well

established profession (Carlin 1966; Freidson 1970, 1994). This profession

basically consists of two halves, that is, the large city commercial firms and 'the

rest'. 'The rest' consists predominantly of high street legal aid firms and small

practices dealing mainly in conveyancing and probate. The present study

focuses upon the large commercial firms. Large firms were studied because

they more closely resembled complex organisations than small firms. For

example, most large firms have marketing, financial and personnel

departments. Many are international with offices worldwide (Titmuss Sainer
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Dechert - Trainee Solicitors' Brochure 1996). The definition of what constitutes

a large firm is subjective. Nelson (1981) defined large law firms as those which

employ more than sixty lawyers. In this study, large firms are defined as those

city firms (in London) which employ more than one hundred solicitors or

provincial firms (in Birmingham, Leeds and Manchester) which employ more

than seventy solicitors.

The solicitors' profession

The system of entry to the profession is uniform for all prospective solicitors.

The normal period of time required for formal training is six years. The main

route to qualification is to take a degree in Law followed by the Law Society's

Final Course. Another option is to take a degree in any subject followed by a

one year conversion course for non-law graduates (Common Professional

Exam). Either way, prospective solicitors are still required to undertake a two

year period of practical training, formally known as serving articles, before

qualifying (Law Society 1993).

Limitations on entry, inevitably influence the profession's composition as well

as its numbers. Applicants' social background, gender and race strongly

influence the sociography of the profession. The number of ethnic minorities

qualifying as solicitors is increasing from approximately eight per cent in 1988-

89 to thirteen per cent in 1992-93. Moreover, the number of women in the

profession is beginning to exceed the number of men. Whereas in 1950 the

percentage of entry for women was almost nil, in 1992-93 women accounted
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for fifty-one per cent of the admissions to the Roll (Law Society 1993).

Solicitors are governed by an external body, known as the Law Society. This

professional association has the power to control the content of work, the

quality of professional membership and to admit its members. The Law Society

has the power to intervene in a wide variety of situations, for example, from

carrying out disciplinary actions for professional misconduct, to determining the

length of training and so forth. For example, the Law Society has ruled that

assistants are legally obliged to stay a minimum of three years as an assistant

before they can be offered a partnership. Moreover, solicitors are required to

inform the Law Society of the type of work they are undertaking as well as the

location of their employing firm (Abel 1989).

The emergence of large law firms

Chapter Two identifies distinct types of organisations. Scott (1966) suggests

that there are two different types of organisations which employ professionals,

namely, the heteronomous and the autonomous organisations. More recently,

Derber, Schwartz and Magrass (1990) suggest that autonomous organisations

differ according to the employee's ownership status. In true-autonomous

organisations employees have the chance to become the owners of the

organisation. As such, professionals control both capital and knowledge. Large

law firms fall in the category of true-autonomous organisations.

Large firms began to emerge after 1967. Prior to this date, the maximum
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number of partners allowed by law was twenty. The removal of restrictions on

the number of partners facilitated development and competition between firms

(Brazier et al. 1993). Consequently, some firms grew dramatically in size. The

large law firms now differ qualitatively from the rest of the profession, mainly in

terms of the work they do and their complexity. Solicitors in large partnerships

work for major companies, banks and the nobility (Abel 1989). Also, as firms

are growing in size they are obliged to adopt a more bureaucratic form of

management. Nevertheless, they are identified as true-autonomous

organisations.

Equally important are the prospects for promotion in different types of firms.

Small firms often offer partnership to assistants after three years. In large law

firms, however, at least six to seven years as an assistant may elapse before

a solicitor can expect to be considered for partnership (New Law Journal 1986,

384-390). There is still an additional barrier to partnership prospects in large

law firms. That is, the proportion of solicitors who attain partnership is normally

less than half the total number of assistants. For example, one of the biggest

firms in the City employs 141 assistants and only sixty partners. Conversely,

smaller firms are more likely to operate at a ratio of one to one or less. The firm

Bartlets and DeReya, for instance, have twenty-one partners and six assistants

(Abel 1989).

Solicitors working in corporate law can hope to earn salaries that few other

professions can achieve. Assistant solicitors normally earn starting salaries
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ranging from twenty thousand pounds to twenty-five thousand pounds with

steady progression to fifty thousand or sixty thousand pounds, in London. The

financial rewards upon the attainment of partnership are substantially higher.

Commercial firms may charge clients anything from one hundred and fifty to

two hundred pounds per hour (three hundred to three hundred and fifty pounds

is the normal rate in London). These figures are reflected in partners' annual

salaries which are unlikely to be less than one hundred thousand pounds.

Earnings ranging from two hundred thousand pounds to half a million pounds

are by no means uncommon (Chambers and Partners Directory 1995).

Money is no guarantee of satisfaction, however. One can speculated that the

current economic recession and, at the same time, intensified competition from

accountants and American Law Firms operating in the United Kingdom, might

be responsible for some dissatisfaction and frustration reported by solicitors.

There are currently reports accusing large law firms of treating assistants

instrumentally, almost as commodities to be discarded when deemed too

expensive (Abel 1989). Indeed, opportunities for employment appear to be

declining. The total number of offices occupied by private practices fell from

17050 in 1989 to 13996 in 1993. This represent a reduction of eighteen per

cent. Also, the number of places declined from 168195 persons in 1990 to

167967 persons in 1992. Moreover, the availability of traineeships has

decreased. From fifty-four per cent of students who had applied for training

place in 1993, only forty-six percent received an offer of a place (Law Society

1993).
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Source of information

The Law Directory (Butterworth's Law and Directory 1993) was used to identify

potential respondents. Within England and Wales there are forty four large

firms employing 7561 solicitors. Table 4.1 shows that most large firms are in

London. The practitioners are registered in the law directory (Butterworth's Law

and Directory 1993) by (1) the solicitor's name, (2) the name of the firm where

the solicitor practises, and (3) the date when the solicitor qualified. A database

was created to hold these three pieces of information (using the computer

programme ACCESS).

Table 4.1

Study population by firm location

Firms Solicitors Proportion of firms

1
London 32 6493

sQ%... --~---------

·:1,15%Leeds 5 390
~1

Manchester 3 248 ')3.27%
~
/,/'1
~ I

Birmingham 4 430 /~,60%

Total 44 7561

Source: Butterworth's Law and Directory 1993.
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Table 4.2 shows the proportion of solicitors in the population according to

qualification date. It is noteworthy that a high proportion of solicitors qualified

between 1986 and 1991. This reflects a growth period in the profession which

has since lapsed into recession along with the United Kingdom economy (Law

Society 1993).

Table 4.2

Frequency distribution of the research population
by

qualification year

aualification
Year

Solicitors
N

population Relative
wi

[1992-1994 ] 220 3.9%

[1986-1991 ] 3581 47.4%

[1979-1985] 2036 26.9%

[1974-1978] 725 9.6%

[1964-1973] 736 9.7%

[ s - 1963] 263 3.5%

Total 7561 100%

Source: Butterworth's Law and Directory 1993.
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The pilot test

One hundred solicitors, practising in commercial law firms, were selected to

participate in the pre-test of the questionnaire. Although selection was random,

only firms from Liverpool were included in the sampling frame. This procedure

was carried out allowing the researcher to set out the sampling strategy by

estimating the following:

(1) the response rate achieved in the pilot test was twenty six

per cent;

(2) the standard deviation and the standard error for the age

variable, were 13.117 and 0.8, respectively;

(3) the scale reliability using the Cronbach's alpha varied from

0.67 to 0.87 (Appendix 4.1). The « coefficient provides a

more conservative estimate of scale reliability than other

methods (Carmines and Zeller 1981). The minimum value

for « coefficient acceptable for internal consistency of an

instrument is 0.70 (Nunnaly 1978, 245).

Stratification based upon age

The focus of this research regards the development of organisational and

professional commitment over time. The framework of analysis is based upon

Levinson's (1978) theory of adult development. Thus, a representative sample

is selected, based on the age groups that are the focal points of the Levinson's

theory.
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Six age groups are identified as follows:

(1) [22 to 28 [ ;

(2) [28 to 33 [ ;

(3) [33 to 40 [ ;

(4) [40 to 45 [ ;

(5) [45 to 55 [ ;

(6) ~55 years old.

The sampling strategy aimed to increase accuracy by using a random stratified

sample, and to decrease variation by using a sample as large as possible. The

use of a stratified sample permitted the researcher to increase the accuracy of

the overall population estimates. It also enabled the researcher to derive

adequate data for analysing different subgroups of the population (Yates 1981).

Age was estimated with reference to the solicitor's date of qualification. The

normal qualification age is twenty six years (Law Society 1993). For example,

if the qualification year was 1990, it was estimated that the solicitor was thirty

years old in 1994.

Sample size

The procedure for determining the sample size involved three steps:

(1) overall sample size;

(2) stratification; and

(3) response rate correction.

First, the overall requisite sample was determined using the Moser and Kalton
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(1981, 66) equation:

•• x - -.j n-_-1---=r~=z=: =~
(4.1)

where:

N is the number of units in the population;
n is the number of units in the sample;
s is the standard deviation of the mean;
Ox is the standard error of the mean.

The computation, which includes the standard deviation and standard error

from the pilot sample, indicated a total requisite sample size of 256 (Appendix

4.2).

Second, the method used to stratify the sample selected is based on the

efficiency of distributing the sample by different strata (Emory 1976). Thus, the

disproportionate method was preferred to the proportionated method (Appendix

4.3). Table 4.3 shows the sample size for each stratum.

The sample size was designed to ensure at least thirty individuals in each

stratum. This entailed increasing the sample size in strata one and four by

twenty eight and fourteen individuals respectively, to accord with the Central

Limit Theorem. According to this theorem, the larger the sample size, the

closer the sample to the normal distribution. That is, a .sample size of 30 is

usually considered ample for this purpose' (Stuart 1962, 32).
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The third step involved taking the response rate from the pilot test to estimate

the final sample size. The following formula incorporates the number of

individuals previously estimated for each stratum, as well as the response rate

correction:

where:

, n
n =026

(4.2)

n' is the final sample size;
n is the sample size that comes from the stratified method;
0.26 is the response rate of the pilot test.

The final sample size is illustrated in Table 4.3.

Table 4.3

Study's stratified sample size

Age Group n*
Central Limit
Theorem

n

Response Rate
Correction

n'

22-28

28-33

33-40

40-45

45-55

~55

2

94

62

16

38

42

30

94

62

30

38

42

117

362

240

117

148

163

Total 1146

n* - Disproportionate method (Appendix 4.3)

Generation of random numbers

Random sampling was used to ensure a sample free of selection bias. This
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allowed for each person to have an equal chance of being selected. The

database was manipulated to create subgroups by age. Then the final samples

for each stratum were created using a computer programme in ACCESS to

generate random numbers (Appendix 4.4).

Data collection

Mailing procedures

The mailing day was a Tuesday, 'this avoids the Monday pile-up in the post

office and should ensure that the questionnaire reaches the respondent by

Thursday, giving them the chance to complete it by the end of the weekend'

(Vaus 1993, 116). Each envelope contained three items:

(1) a covering letter;

(2) the questionnaire; and

(3) a stamped-addressed envelope .

• The letter

The letter was designed to maximize the number of responses in accordance

with Vaus' (1993) recommendations. The covering letter was personally

addressed to the respondent. It aimed to be simple and businesslike. The

Institute (LiPAM) letterhead was employed (Appendix 4.5) .

• The questionnaire

The questionnaire is shown in Appendix 4.6. The instrument is divided into six
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sections. The first section was designed to gather information about the

individual; its age, marital status, job level and tenure. The second, third, fourth

and fifth sections incorporate the scales. Section six consists of an open

question where respondents were invited to express their own feelings towards

the profession. A blank page of A4 was provided for this purposes.

Presentation and design of the questionnaire were major concerns when typing

the questionnaire. The questionnaire must be appealing since it also helps to

increase the response rate (Vaus 1993). The format used was designed to

minimize the effort and time required to complete the questionnaire .

• The envelopes

Special care was observed in preparing the envelopes. The first concern was

to encourage the respondent to open the envelope. It is important to

personalise it and avoid making it look like advertising (Vaus 1993).

Respondents were, therefore, personally identified in the address sticker. First

class stamps were also used (D-Day commemorative edition). A stamped self-

addressed envelope was provided to minimise the effort involved in returning

the questionnaire.

Follow up

The reminder was mailed ten days after the survey and took the form of a card

(Appendix 4.7). It briefly reminded non-respondents that responses were

confidential and emphasized the importance of their contribution to the
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research. This procedure yielded an additional twenty-three per cent (ninety

three) to the total responses (n = 403).

Data coding and preliminary statistics

An overall response rate of forty-seven per cent was achieved and the

response rate by age group is shown in Table 4.4 (see Appendix 4.8 for further

detail). The lowest response rate is in the age group ranging from twenty-eight

years to thirty-three years (eighteen per cent). This is probably due to their high

level of mobility between firms. The highest response rate is in the age group

ranging from forty years to forty-five years (sixty-nine per cent).

Coding

Responses to individual items were coded on the right side of the page in

boxes identified with the variable number. Data was input in ACCESS and then

translated into SPSS (Statistical Programme for Social Sciences). To facilitate

analysis, negative items were reverse-scored to positive forms and then input

into the database. For consistency, the items on the 'normative work value

orientation' scale were inverted so that for all scales one represents the less

strong or less important and 'five' or 'seven' represents the most important

or more strong.

Non-respondents' representativeness

Low response rates are a source of bias in the sample. Kerlinger (1973)

suggests that the problem is overcome when response rates are higher than
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ninety per cent. Less conservative staticians, such as Wagenaar and Babbie

(1989), suggest that a response rate of fifty per cent is generally considered

adequate for analysis and reporting of survey based on mailed questionnaires.

In the present study, the problem is diminished when a sample larger (n = 403)

than that required (n = 256) is used. Even so, the representativeness of the non-

respondents is assessed. In order to check for possible bias, Viswesvaran,

Barrick and Ones' (1993) test was carried out (Appendix 4.9). The test showed

that if additional data was incorporated into the analysis, the study conclusions

are likely to remain the same. In fact, whereas the critical response rate was

found to be approximately thirty-seven per cent, the response rate obtained in

the survey was forty-seven per cent.

Table 4.4

Sample size and response rate by age group

Age Group Posted
n'

Eligible
nil

Ineligible Response
Rate
%

22-28

28-33

33-40

40-45

45-55

~55

117

362
240

117

148

163

56
63
84

65

73

62

19

19

20

23
28

70

57%

18%

38%

69%

52%

47%

Total 1146 403 189 47%

Response rate=(Re.pon.e eligible' (N In .ample· IneUgibleW100(Vau. 1993, 107)
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Scale reliability

Scale reliability was determined by using the Cronbach's alpha coefficient. All

alpha coefficients are higher than 0.70 with one exception (Appendix 4.10). The

only exception is the scale of 'the importance of the profession to the

individual' . As a result of low levels of reliability, coefficients in the first three

subsales (from 0.3924 to 0.6474), only the 'sense of calling to the field' and

'autonomy' were retained for further analysis. Similarly, the removal of the item

in the job involvement scale 'I would probably keep working even if I didn't

need the money' increased scale reliability from 0.6707 to 0.7299. Accordingly,

this item was deleted from the analysis.

Scale validity

• Factor analysis

In this study, each scale was factor analysed in order to determine the

independence of the professional and organisational measures. Each of the

three components (affective, continuance and normative) of organisational and

professional commitment loaded independently (Appendix 4.11). The results

obtained are consistent with previous research (Meyer, Allen and Smith 1993) .

• Pearson's correlation

Pearson's correlations between professional and organisational commitment

and other theoretically similar measures were computed to assess the validity

of those two constructs (Appendix 4.12). A single-item from each subscale and

job involvement were included in the correlation matrix. The findings suggest
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that all measures possess convergent validity. The single-item scale correlates

significantly and highly with the respective rnulti-ltem measure. For example,

as expected, one item from affective organisational commitment is strongly

associated with its multi-item subscale (r = 0.7544, P < 0.000). The same

relationship is found for continuance (r = 0.7857, P < 0.000) and normative (r =

0.5895, P < 0.000) organisational commitment subsales. Similar results were

obtained for the professional commitment scale (Appendix 4.12 a, b, C).

The findings also suggest that the measures of professional and organisational

commitment possess discriminant validity. This requires the scales to show

higher correlation coefficients with measures designed to capture the same

construct than with measures designed to capture other constructs (Carmines

and Zeller 1981). As expected, correlations between a single-item and its

respective multi-item measure are higher than with the other sub-scales. For

example, the single-item that represents affective organisational commitment

is strongly associated with the multi-item measure of affective organisational

commitment (r = 0.7544, P < 0.000) than with continuance (r = 0.0495, P > 0.1) or

normative (r = 0.4422, P < 0.000) organisational commitment (Appendix 4.12a).

The results also suggest that professional and organisational commitment

present nomological validity (moderate association with a related construct).

For instance, organisational and professional commitment are moderately

related to other constructs, such as job involvement (r = 0.3947. P < 0.000 and r

= 0.2682. P < 0.000, respectively) (Appendix 4.129).
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Statistical tests: t-tests and Duncan's a posteriori test

The research question aims to examine differences between different age

groups. This requires Oneway Analysis of Variance (A.N.O.V.A). Analysis of

variance is a general test that only indicates by F statistics that means are

probably unequal. A more specific test is required for determining which group

means are different from each other. Thus, Duncan's a posteriori test will be

used. The decision to choose Duncan's test was determined by its method (the

so called layer approach) to determine significant differences between paired

means. Whereas, the layer approach gradually adjusts the size of error per

comparison (incurring in greater type I error), the experiment-wise approach

which includes either Tukey's or Scheffa's methods holds the type I error rate

at a fixed level for a set of comparisons. This means that when type I error is

increased, the chances of finding some small but interesting real effects

increases as well (Keppel 1973). The method chosen was then a balance

between the possibility of finding new facts incurring in greater type I error but

at the same time decreasing the chances of failing to recognize a real

difference in the data (greater type /I error). The present study also aims to

explore differences between the levels of organisational and professional

commitment. The more appropriate way to compare differences was by using

the Hest for paired samples Norusts (1992).

Normality tests

Statistical tests require a normal distribution for the variables under research.

A Lilliefors Test (K-S) shows that organisational and professional commitment
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approximates this requirement (level of significance> 0.2). Further details and

probability plots are shown in Appendix 4.13.

Summary

Solicitors working in large law firms were the population selected for the

purposes of the research. Scales exhibiting valid and reliable evidence were

selected. The main part of the survey was based upon Allen and Meyer's

(1990) scale of organisational and professional commitment. Other scales

measured the importance of the profession to the individual (Ha" 1968), job

involvement (Lodahl and Kejner 1975), and work values orientation (Popper

and Lipshitz 1992; Sheppard 1972). A stratified sample by age was computed.

The method was explained and formulae presented. Scale reliability was

determined using Cronbach's alpha coefficients. Scale validity was checked by

using factor analysis and Pearson's correlations coefficients. Tests for normal

distribution were carried out. The generalization of the results to the population

was assessed by checking non-respondents' representativeness. The next

chapter shows the findings of the present study.



Chapter Five

Results

This chapter contains the results of the present research. The purpose of this

study is to explore the development and the relationship between organisational

and professional commitment. The nature of both forms of commitment is also

investigated. The analytical framework is linked to potentially critical life stages,

as defined by Levinson's (1978) theory of adult development. The analysis also

focuses upon the importance of profession to individuals, job involvement, work

values orientation and gender differences. Data were analyzed mainly by Hest,

Oneway Analysis of Variance (A.N.O.V.A.) and Duncan's test for multiple

comparison. Descriptive statistics and other supplementary tests are contained

in Appendices 5.1 to 5.17.
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The development of organisational and professional

commitment

Hypotheses:

• Organisational commitment Is expected to Increase by age .

• Professional commitment Is expected to Increase by age.

The first procedure was to assess the relationship between both forms of

commitment and age by using Pearson's r product moment correlation. The

second step in the analysis was to determine commitment differences at three

different career stages. Oneway A.N.O.V.A. and Duncan's Test for multiple

comparisons were employed. This was intended to investigate any relevant

variation in levels of commitment between different age groups.

Table 5.1 shows the correlation coefficients between age and various forms of

commitment. Moderate and significant positive correlations are revealed

between each form of commitment, professional and organisational, and age

(r = 0.341, P = 0.001 and r = 0.4750, P < 0.001, respectively).



112

Table 5.1

Pearson's correlation coefficients

between commitment and age

Variables 1 2 3

Professional Commitment 1.000

2 Organisational Commitment .5007** 1.000

3 Age .3431 ** .4750** 1.000

• p < 0 .01: •• p < 0.001

Table 5.2 shows a Oneway A.N.O.V.A. of professional and organisational

commitment by age groups. As expected, organisational and professional

commitment increase with age. More specifically, levels of organisational

commitment increase systematically and significantly at different age groups

(F = 47.27, df = 2 and 362 p < 0.000). Levels of professional commitment also

increase with age (F = 23.53. df = 2 and 370. p < 0.000). With one exception,

significant differences are observed for all comparisons regarding levels of

professional commitment across different career stages. The exception

concerns the difference in levels of professional commitment between early and

mid career stage. Although levels of professional commitment are higher in the
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mid career stage (3.96) than the early career stage (3.77). there is no significant

difference between the two stages.

Table 5.2

Oneway A.N.O.V.A.
of organisational and professional commitment

by career stage

Organisational Professional
Career Stage Commitment Commitment

1 Early 3.52 3.77
«34) (n=119) (n=124)

2 Mid 4.10 3.96
(34-47) (n=147) (n=149)

3 Late 4.57 4.46
(~47) (n=99) (n=100)

F Ratio 47.27 23.53

F Prob .000 .000

1<2* 1<2
Duncan's Test 1<3* 1<3*

2<3* 2<3*

• Denotes pairs of groups significantly different at the 0.05 level

Hypotheses:

• Organisational commitment Is expected to correlate positively with Job

level.
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• Professional commitment Is expected to correlate positively with job

level.

Sub-hypotheses:

• Partners are expected to exhibit higher level of organisational

commitment than assistants.

• Partners are expected to exhibit higher levels of professional

commitment than assistants.

The first procedure was to assess the relationship between both forms of

commitment and job level by using Pearson's r product moment correlation.

The second step in the analysis was to estimate significant differences in levels

of commitment between partners and assistants. A set of t-test were employed.

Finally, the relative impact of age and job level upon organisational and

professional commitment is determined. The regression analysis technique was

employed for this purposes.

Table 5.3 shows the correlation coefficients between job level and various

forms of commitment. Moderate and significant positive correlation is revealed
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between organisational commitment and job level (r = 0.4158, P < 0.001). The

relationship between professional commitment and job level is weak but

significant (r = 0.1605, P < 0.01).

Table 5.3

Pearson's correlation coefficients between commitment
and Job level

Variables 1 2 3

1 Professional Commitment 1.000

2 Organisational Commitment .5007** 1.000

3 Job Level .1605* .4158** 1.000

• p < 0 .01; •• P < 0.001

Table 5.4 shows a t-test which compares commitment levels of partners with

those of assistants. As expected, partners exhibit significantly higher levels of

organisational commitment than assistants [level of organisational commitment =

4.38 (partner) and 3.46 (assistants), t = 10.43, df = 325, P < 0.000]. The same pattern of

results applies to professional commitment. Partners exhibit significantly higher

levels of professional commitment than assistants [level of professional commitment

= 4.18 and 3.76, t = 5.02, df = 330, P < 0.000].
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Table 5.4

T-test of commitment by partners and assistants

Organisational
Commitment

Professional
Commitment

Partners 4.38
(n=196)

4.18
(n=196)

Assistants 3.46
(n=131)

3.76
(n=136)

t-value
df
P

10.43
325
.000

5.02
330
.000

p - observed significance level.

Table 5.5 shows aHest comparing levels of commitment between partners and

'senior' assistants. Partners exhibit higher levels of organisational and

professional commitment than senior assistants [level of organisational commitment

= 4.38 (partners) and 3.69 ('senior' assistants), t = 3.92, df = 227, P < 0.000 and level of

professional commitment = 4.18 (partners) and 3.89 (' senior' assistants), t = 2.17, df = 277,

p < 0.025].
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Table 5.5

T-test of commitment by partners and 'senior' assistants

Organisational
Commitment

Professional
Commitment

Partners 4.38 4.18
(n=196) (n=196)

'Senior . 3.69 3.89
Assistants (n=33) (n=33)

(~ 35)

t-value 3.92 2.17
df 227 227
P .000 .025

p - observed significance level.

Tables 5.6 and 5.7 show a t-test which compares levels of commitment among

'senior' and 'junior' assistants; and 'senior' and 'junior' partners,

respectively. 'Senior' assistants exhibit higher levels of organisational

commitment than 'junior' assistants [level of organisational commitment = 3.69

(,senior') and 3.31('junior'), t = 2.10, df = 119, P < 0.05]. No other differences are

significant [level professional commitment = 3.89 (senior) and 3.75 (junior), t = 0.96, df = 119,

p > 0.1]. A similar pattern of results concerning organisational commitment is

exhibited by partners. 'Senior' partners exhibit higher levels of organisational

and professional commitment than their junior counterparts [level of organisational

commitment = 4.42 ('senior') and 4.16 ('junior'), t = 1.95, df = 194, P < 0.05 and level of

professional commitment = 4.21 ('senior') and 3.96 ('junior'), df = 194, t = 2.00, P < 0.05].
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Table 5.6

T-test of commitment by assistants

t-value
df
P

Organisational Professional
Commitment Commitment

3.31 3.75
(n=88) (n=88)

3.69 3.89
(n=33) (n=33)

2.10 .96
119 .119
.05 ns

'Junior'
Assistants

'Senior'
Assistants

p - observed significance level; n.s. - observed significant level greater than 0.1.

Table 5.7

T-test of commitment by partners

Organisational
Commitment

Professional
Commitment

'Junior'
Partners

« 36)

'Senior'
Partners

4.16
(n=26)

3.96
(n=26)

4.42
(n=170)

4.21
(n=170)

t-value
df
P

1.95
194
.05

2.00
194
.05

p - observed significance level.
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The impact of job level and age upon organisational and

professional commitment

Table 5.8 shows a multiple regression analysis of age and job level on

organisational commitment. The F ratio observed suggests that the regression

model proposed (age and job level) explains a significant proportion of the

variance on organisational commitment (F = 66.226, P = 0.000). The t value

obtained also suggest that the increment of the proportion of variance explained

(R2) is significant for both age and job level. This technique has allowed the

researcher to determine the ranking of age and job levels in terms of how they

affect organisational commitment. It is observed that age (p = 0.3853) has a

more powerful effect on organisational commitment than does job level (p =

0.2358). The relative importance of age and job level can be determined by

taking the ratio of the squares of their standardized beta (P). The squares

(rounded to two places) of these two standardized beta are age equal to 0.15

and job level equal to 0.06. Thus, age accounts for 2.66 (0.15/0.06 = 2.66) times

more of the variance than job level.

Table 5.9 shows a multiple regression analysis of age and job level on

professional commitment. The F ratio observed suggests that the regression

model proposed (age and job level) explains a significant proportion of the

variance on professional commitment (F = 21.80, P = 0.000). The t value obtained

also suggests that the increment of the proportion of variance explained (R2)
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is significant for both age and job level. This technique has allowed the

researcher to determine the ranking of age and job levels in terms of how they

affect professional commitment. It is observed that age (p = 0.258440) has a

more powerful effect on professional commitment than does job level (p =

0.125064). The relative importance of age and job level upon professional

commitment is also determined by taking the ratio of the squares of age and

job level standardized beta (~). The squares (rounded to two places) of these

two standardized beta are age equal to 0.07 and job level equal to 0.02. Thus,

age accounts for 4.27 (0.07 I 0.02 = 4.27) times more of the variance than job

level.
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The development of different forms of organisational and

professional commitment

Hypotheses:

• Affective organisational commitment Is expected to Increase over time.

• Continuance organisational commitment Is expected to Increase over

time.

• Normative organisational commitment Is expected to Increase over

time.

• Affective professional commitment is expected to increase over time.

• Continuance professional commitment Is expected to Increase over

time.

• Normative professional commitment Is expected to increase over

time.

The development of different types of commitment were investigated by career

stage. The first step in the analysis was to estimate Pearson's correlation

coefficients. The hypotheses were tested by means of Oneway A.N.O.V.A. and

Duncan's test for multiple comparison.
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Table 5.10 shows Pearson's correlation coefficients of different forms of

commitment and age. Affective and normative professional commitment are

more strongly related to age (r = 0.2006, P < 0.01 and r = 0.3446, P < 0.001) than

continuance professional commitment (r = 0.1742, P < 0.01). Both correlation

coefficients are significant. Moreover, normative organisational commitment is

more strongly related to age (r = 0.4817, P < 0.001) than affective organisational

commitment (r = 0.4189, P < 0.001). Both correlation coefficients are significant.

The relationship between continuance organisational commitment and age is

not significant and weak (r = -0.1072, P > 0.1).

Table 5.10

Pearson's correlation coefficients between commitment subscales
and age

Variables 1 2 3 4 5 6 7

Professional
Commitment

Affective 1.000

2 Continuance .0760 1.000

3 Normative .3236" .1999* 1.000

Organ Isatlonal
Commitment

4 Affective .4421" .0515 .2331" 1.000

5 Continuance -.1072 .5277* .0435 -.1358 1.000

6 Normative .2539·· .0891 .4678" .5204" .0196 1.000

7 Age .2006* .1742* .3446" .4189·· .0301 .4817.. 1.000

* p < 0 .01; **P < 0.001
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Table 5.11 shows a Oneway A.N.O.V.A. of organisational commitment sub-

scales by three age groups. Levels of affective and normative organisational

commitment increase systematically and significantly with age (F = 28.42, df = 2

and 329, p < 0.000 and F = 47.25, df = 2 and 323, p < 0.000). Levels of continuance

organisational commitment, however, increase significantly between early and

mid career stage (F = 3.81, df = 2 and 328, p < 0.05). Thereafter, no other

comparison of levels of continuance organisational commitment between

different career stages is significantly different.

Table 5.12 shows a Oneway A.N.O.V.A. of professional commitment sub-

scales by three age groups. Levels of affective and normative professional

commitment also show the same pattern of results as the aggregate scale

(F = 9.10, df = 2 and 332, p < 0.0001 and F = 20.83, df = 2 and 331, p < 0.0000,

respectively). That is, levels of these forms of professional commitment are

significantly higher at late than mid career stages; and at a late than early

career stages. The difference between the early and the mid career stage is,

however, not statistically significant. The pattern of results concerning

continuance professional commitment is different from affective and normative

professional commitment. Levels of continuance commitment are significantly

lower at early than mid career stage; and at early than late career stage (F =

7.63, df = 2 and 336, p < 0.0006). The difference between the mid and the late

career stage is, however, not statistically significant.
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Table 5.11

Oneway A.N.O. V.A.
of organisational commitment subscales

by career stage

Career Stage Affective Continuance Normative

1 Early 4.06 3.55 2.91
«34) (n=117) (n=118) (n=115)

2 Mid 4.90 4.05 3.50
(34-47) (n=111) (n=111) (n=111)

3 Late 5.45 3.77 4.39
(~ 47) (n=104) (n=104) (n=100)

F Rst/o 28.42 3.81 47.25

FProb .000 .023 .000

1<2· 1<2· 1<2*
Duncan's Test 1<3· 1<3 1<3*

2<3· 2>3 2<3*

• Denotes pairs of groups significantly different at the 0.05 level.



127

Table 5.12

Oneway A.N.O. V.A.
of professional commitment subscales

by career stage

Career Stage Affective Continuance Normative

1 Early 5.08 4.28 1.98
«34) (n=117) (n=118) (n=116)

2 Mid 5.29 4.79 1.94
(34-47) (n=115) (n=116) (n=112)

3 Late 5.69 4.97 2.76
(~ 47) (n=103) (n=105) (n=106)

F Ratio 9.10 7.63 20.83

FProb .000 .001 .000

1<2 1<2- 1>2
Duncan's Test 1<3- 1<3- 1<3-

2<3- 2<3 2<3-

* Denotes pairs of groups significantly different at the 0.05 level.
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The relationship between organisational and professional

commitment

Hypotheses:

• At the 'Entering the Adult World' period, professional commitment Is

expected to be significantly higher than organisational commitment.

• At the 'Thirties Transition' period, professional commitment Is

expected to be significantly higher than organisational commitment.

• At the 'Settling Down' period, no significant difference between

organisational and professional commitment Is expected.

• At the 'Mid-life Transition' period, organisational commitment Is

expected to be significantly higher than professional commitment.

• At the 'Middle Adulthood' period, no significant difference between

organisational and professional commitment is expected.

• At the 'Late Adulthood' period, no significant difference between

organisational and professional commitment Is expected.

The first step in the analysis was to compare the solicitors' organisational and

professional commitment for the full sample. Affective, continuance and
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normative organisational and professional commitment were also compared.

The relationship between organisational and professional commitment overtime

was investigated in two parts. The first approach used a threefold analysis:

early, mid and late career stage. The was meant to be a exploratory test. The

hypotheses were tested for the six age groups defined by Levinson; the

statistical tool employed was the Hest.

Table 5.13 shows a Hest of organisational and professional commitment for the

overall sample. It is observed that there is no significant difference between the

two forms of commitment. In effect, the t-value is very small indicating that if

any difference occurs is due to change (t = 0.48, df = 338 and p < 0.631).

Table 5.13

T - test of organisational and professional commitment
(full sample)

p
Mean Stdev t value df

Organisational
Commitment 4.02 .909

0.48* 338 .631

Professional 4.04 .802
Commitment

• number of pairs = 339; 5t dev • standard deviation; df • degrees of freedom; p • observed
significance level
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When the subscales are examined a different picture emerges, however. Table

5.14 shows a t-test of organisational and professional commitment subscales

for the full sample. Solicitors exhibit higher levels of affective and continuance

commitment towards the profession than towards the organisation (t = 7.82, df

= 373, P < 0.000; t = 12.84, df = 383, P < 0.000, respectively). Conversely, normative

organisational commitment is significantly higher than normative professional

commitment (t = 19.82, df = 367, p-e 0.000).

Table 5.14

T-test of organisational and professional commitment subscales
(full sample)

Mean at dev t value cif p

Affective
Organisational 4.77 1.480
Commitment

Affective
7.82* 373 .000

Professional 5.31 1.086
Commitment

Continuance
Organisational 3.84 1.393
Commitment

Continuance
12.84*" 383 .000

Professional 4.70 1.391
Commitment

Normative
Organ isational 3.51 1.259
Commitment

Normative 19.82*** 367 .000

Professional 2.16 1.093
Commitment

• number of pairs = 374;·· number of pairs = 384; ••• number of pairs = 368
St dev - standard deviation; df - degrees of freedom; p - observed significance level
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Table 5.15 shows a t-test of organisational and professional commitment by

career stage. Significant differences are found at the early career stage (t = 3.96,

df = 102, P < 0.000). Thereafter no form of commitment predominates. Table 5.16

shows a Hest of organisational and professional commitment by six age

groups. The pattern of results is consistent with the prediction. That is, levels

of professional commitment are significantly higher, at 'Entering the Adult World'

and 'Thirties Transition' than organisational commitment. 'Settling Down' period

exhibit no significant difference between both forms of commitment. A

significant difference is, however, evident at 'Mid-life Transition' where

organisational commitment is higher than professional commitment (t = 1.79, df

= 54, P < 0.05). No other comparisons are significant.

Table 5.15

T-test of organisational and professional commitment
by career stage

1 2 3
Early Career Stage Mid Career Stage Late Career Stage

«34) (34-47) (~47)

(n=104) (n=103) (n=83)

Organisational 3.50 4.12 4.54
Commitment

Professional 3.80 4.00 4.48
Commitment

t-value 3.96 -1.45 -0.72
df 102 101 81
p .000 n .•. n .•.

df - degrees of freedom; p - observed significance level; n.s. - observed significance level
greater than 0.1
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The relationship between affective and continuance forms

of commitment

Hypotheses:

• Affective organisational commitment Is expected to predominate over

continuance organisational commitment .

• Affective professional commitment Is expected to predominate over

continuance professional commitment.

Table 5.17 shows a t-test of affective organisational commitment and

continuance organisational commitment. The results are as expected regarding

all career stages. That is, affective organisational commitment is significantly

higher than continuance organisational commitment in all career stages, that

is, early, mid and late (t = 3.2, df = 121 P< 0.002; t = 4.97, df = 146, P< 0.000; t = 6.09,

df = 101, P < 0.000, respectively).

Table 5.18 shows a t-test of affective professional commitment and

continuance professional commitment. The results are as expected regarding

all career stages. That is, affective professional commitment is Significantly

higher than continuance professional commitment in all career stages. (t = 11.44,

df = 121 P < 0.000; t = 8.10, df = 148, P< 0.000; t = 9.03, df = 98, P< 0.000, respectively).
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Table 5.17

T-test of affective and continuance organisational commitment
by career stage

1 2 3
Early Career Stage Mid Career Stage Late Career Stage

«34) (34-47) (~47)

(n=123) (n=148) (n=103)

Affective 4.70 4.89 5.37
Organisational
Commitment

Continuance 3.55 4.01 3.93
Orgsnisational
Commitment

t-value 3.20 4.97 6.09
df 121 146 101
P .002 .000 .000

df - degrees of freedom; p - observed significance level; n.s. - observed significance level
greater than 0.1

Table 5.18

T-test of affective and continuance professional commitment
by career stage

1 2 3
Early Career Stage Mid Career Stage Late Career Stage

«34) (34-47) (~47)

(n=123) (n=150) (n=100)

Affective 5.11 5.22 5.67
Professional
Commitment

Continuance 3.58 4.00 3.84
Professional
Commitment

t-value 11.44 8.10 9.03
df 121 148 98
p .000 .000 .000

df - degrees of freedom; p - observed significance level: n.s. - observed significance level
greater than 0.1
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The development of autonomy, sense of calling to the field

and job involvement by age

Table 5.19 shows the results of Pearson's correlation between various forms

of work commitment, such as, sense of calling to the field, autonomy and job

involvement) and age. Moderate and positive correlations between sense of

calling to the field, autonomy, job involvement and age are observed. These

ranged from 0.3798 to 0.2610, P < 0.001. Autonomy is not significantly related

to any form of professional commitment. Correlations coefficients (r) range from

0.0053 to 0.1244. Autonomy is, however, positively related to organisational

commitment. The strongest association is between autonomy and affective

organisational commitment (r = 0.3548, P < 0.001).

Table 5.20 shows a Oneway A.N.O.V.A. of work commitment variables by

three career stages. As expected, sense of calling to the field, autonomy and

job involvement increase with age. The increments in levels do not vary

systematically, however, Sense of calling to the field exhibits significant

differences between early and late career stage and mid and late career stage

(F = 23.19, df = 2 and 354, p < 0.000). The patterns of the results concerning

autonomy and job involvement is similar (F = 44.78, df = 2 and 344, p < 0.000; F =

13.31, df = 2 and 397, p < 0.000). Comparisons are significant except between mid

and late career stage.
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Table 5.20

Oneway A.N.O.V.A.
of sense of calling to the field, autonomy and Job involvement

by career stage

Sense of Job
Career Stage calling to Autonomy Involvement

the field

1 Early 2.50 3.18 3.60
«34) (n=119) (n=121 ) (n=129)

2 Mid 2.60 4.01 4.20
(34-47) (n=139) (n=135) (n=158)

3 Late 3.10 4.00 4.28
(>=47) (n=99) (n=91) (n=113)

F Ratio 23.19 44.78 13.31

F Prob .0000 .0000 .000

1<2 1<2* 1<2*
Duncan's Test 1<3* 1<3* 1<3*

2<3* 2>3 2<3

* Denotes pairs of groups significantly different at the .050 level.
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Calculative and normative work values compared

Table 5.21 shows a Hest of calculative and normative work values orientation

for the full sample. It indicates that levels of normative work value orientation

are significantly higher than levels of calculative orientation towards work (level

of normative work values = 2.76 and level of calculative work values = 2.46, t = 4.56, df = 338,

p < 0.000).

Table 5.21

T - test of work values .orlentation
(full sample)

Mean St dev t value cif p

Calculative
Work Values

2.46 .890
4.56 338 .000

Normative
Work Values

2.76 .833

• - number of pairs 389; St dev - standard deviation; df - Degree of freedom; p - observed
significance level.

Table 5.22 shows the results of a Hest of calculative and normative work

values orientation by age. Normative work values are higher than calculative

work values, at mid and late career stages (level of normative work values = 2.62 and

level of calculative work values = 2.38, t = 2.51, df = 150, P < 0.13; level of normative work

values = 3.03 and level of calculative work values = 2.30, t = 5.10, df = 101, P < 0.000). The
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differences between calculative and normative work values at early career

stages are not significant (level of calculative work values = 2.68 and level of normative

work values = 2.69. t = 0.04. df = 126. P > 0.1).

Table 5.22

T-test of work values by career stage

1 2 3
Early Career Stage Mid Career Stage Late Career Stage

«34) (34-47) (~47)

(n=128) (n=152) (n=103)

Calculative 2.68 2.38 2.30
Work Value

Normative 2.69 2.62 3.03
Work Value

t-value -.04 -2.65 -5.10
df 126 150 101
p n.•. .013 .000

df - degrees of freedom; p - observed significance level; n.s. - p > 0.1.

The development of work values orientation by age

Table 5.23 shows the results of Pearson's correlations of work values,

commitment and age. It indicates that whereas calculative work values

orientation is negatively related with age and normative work values orientation

is positively associated. Both correlation coefficients are significant. The

strength of association is stronger between calculative work values and age
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(r = -0.2083, P < 0.001) than between normative work values and age (r = 0.1914,

p < 0.01).

Calculative values are positively associated to continuance organisational

commitment (for example, r = 0.2094, P < 0.001) and negatively related with

affective organisational (r = -0.3715, P < 0.001) and normative organisational

commitment (r = -0.2164, P < 0.001). Conversely, normative values are positively

related to affective organisational commitment (r = 0.1938, P< 0.01) and normative

organisational commitment (r = 0.3209, P < 0.001) and negatively associated with

continuance professional commitment (for example, r = -0.3690, P < 0.001).

Table 5.23

Pearson's correlation coefficients of commitment, work values
and age

Calculative
Values

Normative
Values

Professional Commitment -.0954 .1369

Affective -.3198** .0868

Continuance .1561 -.3690**

Normative .0904 .2685**

Organisational Commitment -.2048** .2178**

Affective -.3715** .1938*

Continuance .2094** -.0767

Normative -.2164** .3209**

Age -.2083** .1914*

* p < 0.01; ** P < 0.001
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Table 5.24 illustrates the results of Oneway A.N.O.V.A. of work values

orientation by different age groups. This table shows that levels of calculative

work values are higher at early career stages than late career stages (F = 7.52,

df = 2 and 394, p < 0.006). Conversely, levels of normative work values are higher

at late than early career stages (F = 8.98, df = 2 and 388, p < 0.0002).

Table 5.24

Oneway A.N.O.V.A.
of work values orientation by career stage

Work Values Orientation
Career Stage

Calculative Normative

1 Early 2.69 2.69
«34) (n=130) (n=128)

2 Mid 2.38 2.62
(34-47) (n=155) (n=152)

3 Late 2.28 3.03
(~47) (n=112) (n=111)

F Ratio 7.52 8.98

F Prob .0006 .0002

1>2* 1>2
Duncan (.050*) 1>3* 1<3*

2>3 2<3*

• Denotes pairs of groups significantly different at the .050 level
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The relationship between various forms of work

commitment and gender

Table 5.25 shows a set of t-tests for gender and various forms of work

commitment. That is, organisational and professional commitment, job

involvement, work values orientation, sense of calling to the field and

autonomy. Men exhibit higher levels of organisational and professional

commitment than women (level of organisational commitment = 4.16 and 3.66, t = 4.82,

df = 363, P < 0.000 and level of professional commitment = 4.09 and 3.82, t = 2.72, df = 371,

P < 0.007). Men also exhibit higher levels of sense of calling to the field than

women (level of sense of calling to the field = 2.79 and 2.46, t = 3.79, df = 355, P< 0.000).

The pattern of results is different when gender differences are assessed by

career stages (Table 5.26). Most of the comparisons show that differences in

levels of commitment between men and women are not significant. The only

significant difference was found at the mid career stage. Men exhibited higher

levels of organisational commitment than women (level of organisational commitment

= 4.22 and 3.83, t = 2.62, df = 145, P < 0.01). Another significant difference, at mid

career stage, concerned calculative work values orientation. Men exhibit higher

levels of calculative work values orientation than women (level of calculative work

values orientation = 2.49 and 2.16, t = 2.41, df = 153, P < 0.05).
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Summary

In this chapter the research hypotheses were tested. Oneway A.N.O.V.A.,

combined with Duncan's tests were used to identify systematic and significant

differences in professional and organisational commitment between different

age groups. T-tests were used to determine which form of commitment

predominates. Pearson's correlation coefficients were determined were

determined to examine the relationship between age and various forms of

commitment. The impact of age and job level upon both forms of commitment

was assessed by using multiple regression analysis. The implications of these

findings will be addressed in the next two chapters.



Chapter Six

Discussion

Read more novels and fewer business books.

Relationships are really all there Is.

TOM PETERS

Liberation Management, 1992

This chapter discusses the research results. This discussion consists of two

parts. First, it emphasises the development of organisational and professional

commitment. Second, the discussion focuses upon the relationship between

organisational and professional commitment. The evidence pertaining to these

two issues will be discussed in the light of Levinson's (1978) theory of adult

development. Further, the literature on profession-organisation conflict is also

examined.
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The development of organisational and professional

commitment

The results concerning the relationship between age and both forms of

commitment are as expected. Figure 6.1 represents the findings of the present

study, graphically. The figure infers no statistical significance (see Chapter

Five). It is provided only to facilitate the discussion of the results.

Figure 6.1

Changes on organisational and professional commitment across
different age groups
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The figure shows a steady increase in levels of organisational and professional

commitment for each of the age groups considered in the analysis. Recall that

there is a conflict in the literature regarding the development of organisational

and professional commitment. Some researchers suggest that, whereas
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organisational commitment increases over time, professional commitment

decreases, the so-called' organisation man' model (Abrahamson 1964; Connor

and Scott 1974; Kerr, Von Glinow and Schriesheim 1977; Schein et al. 1965).

By contrast, others suggest that both forms of commitment increase over time,

the so-called 'profession-organisation man' model (Aranya and Ferris 1984,

Goldberg, Baker and Rubeinstein 1964; Gunz and Gunz 1994; Reilly and Orsak

1991). The results are more consistent with the latter view .

.Profession-organisation man' Model

The data suggest that both forms of commitment increase over time. This

implies that both choices, the profession and the firm, become more important

as solicitors become older (see Chapter Five table 5.2). The results also show

that job involvement, autonomy and the sense of calling to the profession also

increase over time. One possible explanation is related to the type of

employing organisation. The literature suggests that in autonomous types of

organisation, such as law firms, the degree of congruence between the goals

and values of the organisation and the goals and values of the profession is

high (Hall 1967). This compatibility stems from the control that professionals

can exert over their work. There is a weakness in this explanation, however.

Although it might explain why organisational and professional commitment

correlate positively, it excludes the notion of development. Another possible

explanation might be related to job level differences (Aranya and Ferris 1984).

The literature suggests that higher levels of organisational and professional

commitment among older employees are explained due to better job rewards.
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for example, high salaries and promotions. Another potentially influential factor

is age (Kalleberg and Loscocco 1983). In effect, Levinson (1978) suggests that

age is 'the' activator of life-cycle. Levinson also describes how each stage in

an individual's life might influence positive feelings of attachment. The following

section discusses in detail the influence of job level and age upon

organisational and professional commitment.

The prospects of partnership

Organisational and professional commitment were expected to be positively

correlated with job level (see Chapter Five table 5.3). More specifically,

partners were expected to exhibit higher levels of organisational and

professional commitment than assistants. The results of the present study

conform to this expectation (see Chapter Five table 5.4). The results are

consistent with the literature in suggesting that the intensity and focus of

commitment depend upon the promotions and rewards provided by the

employing organisation (Aranya, Pollock and Amernic 1981; Buchanan 1974;

Hrebiniak 1974; Kerr, Von Glinow and Schriesheim 1977; Mathieu and Zajac

1990). Job reward theory suggests that individuals in higher positions in the

organisation are more committed to the organisation than those in lower levels

(Agyris 1954). It also suggests that higher positions in the organisation

represent better jobs which enhance job satisfaction and consequently

organisational commitment (Mowday, Porter and Steers 1982). More recently,

Lincoln and Kalleberg (1985) suggest that professional organisations, such as

law firms, offer prospects for organisational as well as professional
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advancement. The results of the present study seem to imply, therefore, that

life-long commitment to the firm and the profession comes from opportunities

for career advancement within the firm, for example the attainment of

partnership.

Although the results are as expected, the attainment of partnership may not be

quite as important as hypothesised in the literature. Indeed, a multiple

regression analysis clearly suggests that age is a more powerful predictor

(organisational commitment) Page = 0.3853; t = 8.619; P < 0.000; professional commitment

) Page = 0.2584; t = 5.276; P < 0.000) in explaining the variance of organisational

and professional commitment than does job level (organisational commitment • Pjob

level = 0.2358; t = 5.275; P < 0.000; professional commitment) PjOb level = 0.1251; t = 2.533;

P < 0.01). It is observed, therefore, that age accounts for approximately three

times more of the variance of organisational commitment and four times more

of the variance of professional commitment than job level. Indeed, the results

of the present study indicate some weaknesses in job reward theory in

explaining the difference in levels of organisational commitment among

assistants and partners (see Chapter Five tables 5.8 and 5.9).

Moreover, the data show that levels of organisational commitment are

significantly lower for 'junior assistants' than for .senior assistants' (see

Chapter Five table 5.6). This is in contrast to the job reward theory which

suggests that organisational commitment should be lower among those who

remain assistants (seniors) than those more recently appointed (juniors). The
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theory explains such a low level of organisational commitment among 'senior

assistants' by possible disenchantment with the firm.

Further, the results also show that levels of organisational and professional

commitment are significantly lower among 'junior partners' than .senior

partners' (see Chapter Five table 5.7). One might expect, according to job

reward theory, that levels of organisational and professional commitment are

the same among both groups. One possible explanation is that equity might not

be perceived immediately by the new partners (Adam 1965; Goodman and

Friedman 1971). The proponents of equity theory argue that employees

examine their inputs, costs and rewards on the job and compare these with

those of other individuals in similar positions. This means that a 'junior partner'

may alter his own efforts (input) according to the efforts of his co-partners, as

the junior attempts to establish and maintain an equitable relationship with his

counterparts. However, this process of recognition and investment may take

time to develop. The data seem to suggest that material and symbolic rewards

which accompany professional success may not be enough to induce an

immediate increase in levels of organisational and professional commitment.

The results of the present study, therefore, seem to suggest that there is not

'one best way' to reward individuals. Job reward schemes usually assume that

what is good for one person is good for another. Wright and Hamilton (1978)

suggest, however, that 'better' means what people themselves say is

important in their work. For example, remaining an assistant might indeed be
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a personal choice rather than the last resort an individual is left with. As

anecdotal evidence from an assistant solicitor in this study suggests:

My position in the firm does not match my actual achievement.
In fact, I am unique in making an arrangement whereby I work
mostly from home (...) I could have remained in London and
would have been a partner by 1992.

The results of the present study seem to suggest that caution should be taken

when professional achievement is equated with organisational position; and

when this equivalence is used to determine levels of professional and

organisational commitment. More importantly, it suggests that commitment is

age-related.

A possible explanation for the results regarding the difference between partners

and assistants is Levinson's theory of adult development. In essence, Levinson

suggests that stronger levels of commitment, experienced by older employees,

depends upon the evaluation of an individual's life and the extent to which his

expectations concerning his life in general, became reality. Moreover, older

workers tend to be free from the achievement-related constrains; this is said

to lead to more satisfaction and stronger levels of both forms of commitment

than younger individuals. This is consistent with the earlier discussion of the

notion of what is 'better'. For example, 'better' jobs might represent more free

time to be with their families for older workers. This theory will be discussed in

detail in the section regarding the relationship between organisational and

professional commitment.
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How does the nature of organisational and professional

commitment evolve over time?

All of the different components of organisational and professional commitment

(affective, continuance and normative) were expected to increase

systematically across different career stages. The results of this study are as

expected regarding affective and normative organisational commitment. The

pattern of results for levels of continuance organisational commitment and for

all different components of professional commitment are less definitive,

however (see Chapter Five tables 5.11 and 5.12). Both levels of organisational

and professional continuance commitment were found to be significantly higher

in mid, rather than early career stages. Conversely, there was no significant

difference in the levels of both forms of commitment between mid and late

career stages. The results concerning affective and normative professional

commitment show a significant difference between mid and late career stages

but no significant difference between early and mid career stages. Several

possible interpretations of these results are discussed hereafter, according to

the type of commitment: affective, continuance and normative .

• Affective commitment

Post hoc rationalisation

It could be argued that 'the feeling of wanting to stay' is ego-defensive. In

other words, the results basically represent a post hoc rationalisation of

commitment to justify a course of action (Drummond 1997; Staw 1981; Staw

and Fox 1977). The data are also consistent with the corpus of the literature
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concerning job choice. It is said that after a choice has been made, individuals

systematically re-evaluate plausible alternatives and justify their choice by

increasing the positive evaluation of their choice (Vroom and Deci 1971). The

feeling of wanting to stay absolves individuals from their choice and enables

them to live with themselves. As Salancick (1977, 20) suggests:

You act. You believe your action was valuable, worthwhile,
desirable. You act again, renewing the belief. In time, without
realizing it, you have made a myth; your sense of veracity and
value has been merged into the pattern of action. The myths
sustain the action; and the action sustains the myth.

Solicitors may evaluate and justify their choice of profession and organisation,

for example, by stressing the high standard of living that they can obtain by

being a corporate solicitor, or appreciating the fact they may practice in a

challenging environment. Having spent a lifetime in a profession and possibly

in the same firm, individuals might come to convince themselves that they have

made the right decisions. For example, Granfield and Koening (1992) observe

that left-wing law students use the same ego-defensive strategy to justify their

commitment towards 'corporate law' instead of 'public interest work'. After

experiencing a summer job in a corporate firm, a student said (Granfield and

Koening 1992, 322):

I found a lot of people there who were like me. They had many
of the same political views I do. I remember working with one
attorney and I was telling him how I really didn't know if I wanted
to work for a large firm, that I was active in public interest things
in school. He told me I reminded him of himself when he was in
law school.

Whilst the possibility of retrospective explanation cannot be discarded, the
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argument is tenuous. First, the measurement of commitment using items such

as 'I would be very happy to spend the rest of my career with this firm' seems

to reflect future decisions rather than retrospective rationalisation. Second, if

solicitors with a high degree of social desirability bias tend to over-report levels

of commitment and to under-report levels of intention to search for a new

position (for example, Arnold, Feldman and Purbhoo 1985), why then over-

report attachment to the profession?

'Political correctness' ?

Another possibility is that high affective organisational and professional

commitment may be seen as a 'smoke-screen' for what is basically a

calculative relationship. This seems unlikely, however, as the respondents in

the survey were reassured of the confidential nature of the inquiry.

Respondents have little need to display 'political correctness' (Reay 1995).

Levinson's (1978) theory of adult development

The results concerning affective organisational and professional commitment

may be better explained by Levinson's (1978) theory of adult development.

Support for such a preposition comes from the similarity between the results

for affective organisational and professional commitment across all career

stages and the results regarding the aggregated subscales of organisational

and professional commitment. Having explained the latter by Levinson's (1978)

theory, it follows that the former can also be explained in the same manner.

This suggestion stems from the relative importance of affective commitment in



156

explaining the variance of both the organisational and professional

commitment. Indeed, the total variance explained by affective organisational

and professional commitment for the overall scales are approximately seventy

one per cent and sixty nine per cent, respectively (Appendix 4.11).

• Continuance commitment

The impact of 'side bets'

The amount of time required to become a solicitor may well account for

commitment to remain in the profession. Six years of training to qualify

represent a substantial investment and may give rise to the so-called .sunk-

costs' effect (Becker 1960), whereby attachment to previous investments

discourages withdrawal (Arkes and Blumer 1985; Garland 1990; Northcraft and

Wolf 1984). Moreover, practising in corporate law provides the solicitor with a

good salary that allows a high standard of living which few other professions

can offer. High salaries may thus operate as a 'side-bet' (Becker 1960) or

reward, making it more difficult for solicitors to leave and hence enhancing their

feelings of continuance commitment to the profession.

Yet, the results of the present study show that the correlation coefficients

between age and continuance organisational commitment, and between age

and continuance professional commitment, are not significant. These results

seem to imply that whereas some 'side bets' might increase over time, other

costs associated with withdrawal might decrease with time (for example, Allen

and Meyer 1990). For example, as a solicitor acquires more experience, other
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opportunities for employment may arise. Training in law might be so broad that

solicitors who wish to move out of the profession may find other job

opportunities as business consultants, for instance. Moreover, commercial

lawyers gain considerable exposure to business issues. Such exposure may

open up opportunities in consultancy and quasi-legal activities. Commercial

lawyers are increasingly adding Master Business Administration degrees to

their portfolio of qualifications (Zander 1980). These might decrease the costs

associated with leaving.

• Normative commitment

The impact of 'side bets'

The results of the present study also indicate a perceived obligation - on the

part of solicitors - to remain in the organisation. One possible explanation

comes from Becker's (1960) conceptualization of organisational commitment.

He suggests that' cultural expectations' may serve as a type of 'side bet'. For

example, 'If I got an offer of a better partnership elsewhere I would not feel it

was right to leave my firm'. Solicitors may be unwilling to quit the firm for fear

they will be perceived as 'job hoppers' (Meyer, Allen and Smith 1993). The

fact that solicitors' normative organisational commitment is higher than

normative professional commitment suggests that solicitors enter into 'side

bets> by staking their reputation for reliability on their decision to stay with their

firms. Thus, feeling a need to live up to the expectations of others can

contribute to an obligation-based commitment. If so, it suggests that this form

of commitment is partly self-serving. In turn, this would imply that the concept
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of commitment is capable of multiple meanings simultaneously (for example,

Morgan 1986).

Another possible explanation is that ownership status may operate as a type

of 'sunk cost'. As solicitors are the employees, and eventually the owners of

the organisation, they feel that they have to stay in it. For example, 'If I got

another offer for a better partnership elsewhere I would not feel it was right to

leave my firm'. Disengagement with the firm might be considered by some

solicitors as unethical. If so, that might imply that commitment is ultimately to

the profession rather than the organisation.

The relationship between organisational and professional

commitment

The results regarding the relationship between organisational and professional

commitment are as expected. Figure 6.1 shows that there is a significant

difference between organisational and professional commitment in the early

career stage; that is, professional commitment predominates. The gap between

the two forms of commitment closes after the 'Thirties Transition' period; that

is, there is no significant difference between organisational and professional

commitment at the 'Settling Down' period. Then, the gap between

organisational and professional commitment becomes significantly different

again during the 'Mid-life Transition' period. Thereafter, it closes and remains

unchanged; that is, no other significant differences between organisational and

professional commitment are observed in the late career stage (see Chapter
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Five table 5.16).

The discussion regarding the relationship between organisational and

professional commitment initiates with a comparison between the two forms of

commitment for the full sample. At the very broadest level of analysis, there is

no significant difference between the two forms of commitment. This suggests

that the notion of conflicting loyalties is more hypothetical than real. In other

words, there is nothing in the data to suggest that membership of an

organisation automatically alienates individuals from their profession. Much

depends, however, on how commitment is defined.

Recall that three different dimensions of commitment were measured. These

were, affective ('sense of wanting to stay'), continuance ('sense of needing

to stay'), and normative ('sense of moral obligation to stay'). The data show

that the sense of 'wanting to stay' and the 'needing to stay' are stronger

towards the profession than the organisation. Conversely, solicitors' perceived

'obligation to stay' is with the organisation rather than the profession.

Moreover, it was expected that solicitors' affective commitment would be higher

than solicitors' continuance commitment to the organisation and the profession.

The results are as expected suggesting that solicitors derive their emotional

satisfaction mainly from the membership of their profession rather than the

membership of their firm.
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Organisational and professional commitment: compatible or

incompatible?

Recall that the literature basically consists of two conflicting schools of thought.

The incompatibility thesis advocates that professional commitment and

organisational commitment are mutually exclusive (Gouldner 1957; 1858). The

compatibility thesis argues that professional commitment and organisational

commitment can co-exist (Hall 1968). The latter was inferred from the moderate

association found between professional and organisational commitment in

previous research (Aranya and Ferris 1983, 1984; Aranya, Pollock and Amernic

1981; Gunz and Gunz 1994; Wallace 1993). The strength of this association

was, however, found to be significant; that is, Pearson's correlation coefficients

range from 0.39 (p < 0.001) to 0.52 (p < 0.001). But what does compatibility

mean? The literature suggests that compatibility represents a congruence

between organisational goals and values and professional goals and values

(Glaser 1963). The results of the present study thus seem to suggest that the

relationship between organisational and professional commitment is

complementary rather than in conflict. Indeed, Pearson's correlation coefficient

is 0.50 (p < 0.001). For example, if a firm's ethos is the pursuit of excellence and

solicitors - by virtue of the claims of professional work - are concerned with

delivering a high quality service, surely they must be equally committed to both

their profession and their organisation?

More importantly, the results of this study seem to challenge Goode's (1969)

assumption that compatibility may be a function of the nature of the profession.
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Goode suggests that engineering and science (or 'technical-scientific'

profession) may be more compatible with the organisation than law and

medicine ('person' profession). Goode argues that the conflicting relationship

between the control exercised by the profession, on the one hand, and the

organisation, on the other hand, amounts to an insupportable form of tension.

Aranya and Ferris (1984) infer from their results that the perception of

professional-organisational conflict was almost non-existent when a

combination of high organisational and professional commitment was

experienced by the individual. The evidence in the present study is similar to

Aranya and Ferris's study of accountants. Professional-organisational conflict

was not assessed directly in the present study. If such a conflict existed there

would surely be a greater gap between professional and organisational

commitment and lower levels of both forms of commitment - in line with Aranya

and Ferris's (1984) suggestion.

The results of the present study are consistent with Reicher's (1985) thesis in

that she suggests that commitment to one entity (for example, organisation)

does not preclude commitment to another different entity (for example.

profession). Aranya and Jacobson (1975) suggest. however. that the

congruence between professional and organisational commitment depends on

how individuals perceive themselves as professional employees. Solicitors

working in large law firms may be seen as holding a bureaucratic type of

occupation. That is. solicitors' rights and obligations are becoming subject to

more elaborate rules and norms. for instance, fee targets.
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That said, the results of this study do suggest that solicitors are not totally

absorbed by the claims of their profession. The results of the present study are

consistent with Aranya and Jacobson's (1975, 21) study in that it suggests that

'when an occupation is partly bureaucratic and partly professional, there is a

dual commitment to both occupation and organization'. One possible

explanation is that solicitors see the organisation as the place that can provide

and fulfil some of their needs and desires, as well as where they can exercise

their expertise. When the organisation provides such a vehicle, the likelihood

of increasing commitment is enhanced (Hrebiniak and Alluto 1972) .

• Affective commitment: solicitors' profession or 'new proletariat?

The results of this study seem to suggest that solicitors are still far from being

proletarianised in the way that Oppenheimer (1973) describes. Recall that

Marxist scholars argue that the division of labour and dependency upon

salaries create employee alienation and job dissatisfaction. Surely if solicitors'

working conditions have deteriorated, as firms have grown larger and more

bureaucratised, this would be reflected in low levels of affective commitment.

The data, however, contradict the professional proletarianisation thesis in that

levels of affective commitment, to both the profession and the organisation, are

higher than levels of continuance commitment.

• The impact of professional membership upon professional commitment

Kanter (1968) suggests that individuals' decisions to stay reflect their

appreciation of what is in their best interest. In the present study, it seems that
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solicitors believe that there is a greater benefit associated with continued

membership of the profession rather than the organisation, and a higher cost

associated with leaving the profession than the organisation. This implies that

solicitors regard their skills and experience as transferable from one firm to

another whereas transference to a new profession would be problematic. Such

confidence may derive from the notion of 'labour market shelter' (Larson 1977)

or .exclusionary social closure' (Parkin 1979). Shelter or closure refers to a

situation where professionals, by virtue of their unique knowledge, are

protected from the effects of competition in the labour market. It means that

solicitors can be assured of a career (if not a job) for life. In other words, the

data point to a fulfilment prophesy where commitment is reciprocated. As

Freidson suggests (1994, 90):

At the very least, it [labour market shelter] creates vested
economic interest in the occupation's shelter and its defense, an
interest shared with other members of the occupation (...).

Alternatively, it illustrates the potential for tension between long term and short

term considerations. Firms need to retain staff in whom they have invested, yet

simultaneously, they have to respond to market forces over which they have

little or no control. Large law firms to survive, for example, were compelled to

carry out redundancy policies recently (Law Society 1993). .Downsizing' or

restructuring policies may have resulted in a more cynical attitude towards

partnerships and firms in general.

• Manipulation of organisational culture

The predominance of normative organisational commitment over normative
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professional commitment may be explained by the organisational and

managerial arrangements of firms. Such arrangements are designed to produce

and reproduce sentiments of loyalty. Submission and surrender by the

individual to the organisation, for instance, seem to be responsible for creating

a collective identity which gives both meaning and direction to the individual's

life (Kanter 1968). The belief that the organisation's and the profession's goals

and values are the same may help individuals to think that they can maintain

their autonomy; it might also help to neutralize potential conflicts in choosing

the path of their professional career. In addition, Ray (1986, 234) suggests that

the manipulation of corporate culture (goals and values) by senior members is

intended to bind individuals to the organisation in order 'to activate emotions,

loyalty and commitment to the company'. Indeed, Baker (1995) observes that

informal mentorship has a stronger impact on organisational commitment than

formal training. Baker suggests that a mentor is usually a senior member of the

organisation who is a high-level performer and highly committed.

The results concerning normative organisational commitment are, however,

potentially counter-intuitive in that this form of commitment is the least

pronounced (see Chapter Five tables 5.14). In fact, higher levels of normative

organisational commitment were expected, as Etzioni (1975) suggests,

professionals are more responsive to symbolic and normative than a calculative

type of control. Therefore, the type of organisational commitment exhibited by

solicitors should strongly reflect the influence of a normative type of control.

Indeed, Wallace's (1995) study of large law firms concluded that the normative
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type of control has a strong impact on organisational commitment. The results

of the present study apparently contradict Etzioni's and Wallace's findings. Yet,

Etzioni (1975) defines normative involvement as an employee's positive attitude

towards the organisation. That is, employees have internalised, and are

committed to, the organisation's goals. Similarly, Wallace (1995) measured

organisational commitment using items such as 'I am proud to tell others that

I am part of this organisation'. In effect, Etzioni's and Wallace's approaches to

the concept resemble the way affective commitment was measured in the

present research. Affective commitment was defined, here, as an individual's

psychological attachment to, and identification with, the organisation or

profession. The data seem to suggest that Etzioni's definition of commitment

is not 'fine-tuned' enough to consider affective and normative forms of

commitment as defined by Allen and Meyer (1990). The results of this study

also suggest that solicitors are committed to firms for the benefit of the

organisation itself rather than from a sense of self-interest.

The importance of the socialisation period

As expected, levels of professional commitment are significantly higher than

levels of organisational commitment in the early career stage (see Chapter Five

tables 5.15 and 5.16). The evidence is consistent with the literature in

suggesting that the relationship between professional and organisational

commitment is sequential (Aranya and Ferris 1984). Becker and Carper (1970)

argue that professional commitment develops as the result of an intense

process of socialisation into the chosen field of expertise. That is, during their
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training period individuals are influenced by peers and teachers. This social

interaction is relevant for the development of a .professional ideology' , that is,

the identification with the profession's goals and values. Organisational

commitment develops after a job entry in the employing organisation. Becker

and Carper's argument provides only a partial framework of analysis. In effect,

Becker and Carper's argument does not provide an explanation for the variation

between professional and organisational commitment in other different career

stages. The following section pertains to the relationship between

organisational and professional commitment in the light of Levinson's (1978)

theory of adult development.

Adult development

One possible explanation for the variations between the levels of the two forms

of commitment observed in the present study derives from Levinson's (1978)

theory of adult development. Levinson argues that the effect of age on the

state of being committed reflects individuals' psychological adjustment to their

role as employees during the course of their lives. Indeed, the impact of age

on work-related attitudes, such as job satisfaction and work needs, has

received support in the literature, for example Brenner (1988), Brooks and

Seers (1991), Hall and Mansfield (1975) and Ornstein, Gron and Slocum

(1989). These adjustments are derived from periods of stability and periods of

transition. Recall that periods of stability are those where individuals make

strong choices that will, if successful, enrich their lives. Periods of transition are

those where individuals question, evaluate and modify the existing life
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structure .

• Early career atage

As expected, professional commitment predominates. The results of the

present study show that levels of professional commitment are significantly

higher than levels of organisational commitment in early career stages

(' Entering the Adult World' and 'Thirties Transition '). These results are

consistent with Levinson's theory. This theory suggests two ideas that may

explain the predominance of professional commitment over organisational

commitment in this period. First, 'Entering the Adult World' is a period of

stability where individuals have to make decisions in their lives that allow them

to establish a secure and solid life structure. Such choices as the profession

and the consequent development of a professional's skills and identity are,

therefore, key steps in this period (Isabella 1988). At this stage, solicitors have

also invested more in the profession than the organisation. The results of the

present study may reflect, therefore, a form of 'sunk cost' effect whereby

previous investments are salient.

Paradoxically, the second idea suggests that 'Entering the Adult World' also

represents an experimental period and consequently conditional commitments

are made. Although this is the time of building up a secure life structure, it is

also the time for individuals to experiment and to explore their new professional

role. The low level of organisational commitment experienced by solicitors in

early career stages is consistent with previous research (Ornstein, Cron and
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Slocum 1989). This suggests that individuals at the early career stage are more

likely to withdraw from the organisation for employment elsewhere. The present

study implies that solicitors make provisional commitments as a consequence

of having the choice of employment among alternative firms.

Levinson suggests that the 'Thirties Transition' is the time for individuals to

question the choices taken in the earlier stages of their lives. The data suggest

that solicitors at this stage decide to make substantial increases in their

commitments to both their profession and their firm (see Chapter Five tables

5.13 and 5.14). Moreover, professional commitment is significantly higher than

organisational commitment. The data are also consistent with Brooks and

Seers' (1991) study in suggesting that the primary concern of individuals at the

'Thirties Transition' is the opportunities inherent in their task rather than the

organisation itself. The results of the present study at least imply that solicitors'

commitment towards their firms, although stronger at the 'Thirties Transition'

than in early periods, is still provisional.

• Mid career stage

As expected, levels of organisational commitment are significantly higher at the

mid career stage than at the early career stage. Levels of professional

commitment also increase between early and mid career stages but the

increment is not significant. Moreover, the gap between solicitors' professional

commitment and solicitors' organisational commitment closes during the

'Settling Down' period. That is, there is no significant difference between both
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forms of commitment at this stage. The data are consistent with Levinson's

(1978) theory that the 'Settling Down' is a period where an individual aims to

build up a second life structure. 'Settling Down' has been characterized in

previous research by issues such as an individual's concern with recognition,

'building a niche', and moving ahead and up in the organisation (Isabella

1988). In addition, Buchanan (1974) reports that 'personal importance' (the

need to be valued and knowing that one's own work is important to the

organisation) has a strong impact on organisational commitment.

Further, levels of both professional and organisational commitment become

significantly different at the 'Midlife Transition'. At this stage, however, it is

solicitors' organisational commitment that is significantly higher than solicitors'

professional commitment. The data are consistent with the literature in

suggesting that striving to achieve 'one's own place' induces commitment due

to the extra effort that individuals have to put in (Grusky 1965). Levinson

suggests that at the mid career stage individuals are at the 'bottom rung of the

ladder> (1978, 332). This means that individuals have to try harder than those

at the top of the ladder, to become more authoritative, more competent and to

be valued in the career that they have chosen. There is, however, another

possible explanation for higher levels of organisational commitment at this

stage. Goldberg, Baker and Rubeinstein's (1964) study of scientists in

research-oriented organisations indicates that professional gratification might

also arise from the organisation. This reward might take the form of

'organisational advancement>.
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• Late career stage

The results of the present study regarding organisational and professional

commitment in the late career stage are also as expected. The data suggest

that older solicitors are significantly more committed to both the profession and

the organisation than younger solicitors (see Chapter Five table 5.12). The

present study also suggests that the importance of work increases with age.

In the late career stage, solicitors become more involved, more autonomous

and more identified with the field of expertise they have chosen. The results of

the present study are once again consistent with Levinson's (1978) theory of

adult development. As solicitors age, they accumulate more experience, they

tend to hold more responsible positions and they continue to advance in their

careers. This implies that the evaluation of their lives, that takes place during

the transitional periods (' Mid-life Transition' and' Sixties Transition'), may lead

to continuing growth and consequently to the maintaining of the status quo.

Blackburn and Fox (1983) suggest that a professional's continuing interest in

work is related to their late retirement. Indeed, solicitors are found to be

working as consultants after' retirement' . Thus, the 'trauma' of having to retire

may not be so acute for solicitors as for individuals in other occupations, for

example managers (Evans 1977; Raelin 1985). The results of the present study

may reflect, therefore, that the solicitors' profession and large partnerships

provide a vehicle for the individual's self-fulfilling and self-actualization. In

effect, the working conditions experienced by solicitors in large law firms seem

to match the individual's process of maturation.
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Some might argue, however, that only satisfied solicitors have replied to the

questionnaire. This seems improbable in the present study. Viswesvaran,

Barrick and Ones' (1993) test for sample robustness and non-respondents'

representativeness was carried out. The results of this test suggest that the

response rate of the present study is within acceptable limits to allow the

generalisation of the research's findings to the whole population.

As expected, the results of this study also show that there is no significant

difference between organisational and professional commitment in the late

career stage. These results suggest that during this period organisational

commitment is as important to solicitors as professional commitment. During

the late career stage individuals go through two transitional periods. The first

occurs around the fifties and the second occurs in the early to mid sixties. The

data are therefore consistent with Levinson's theory in that it is suggested that

after a transitional period individuals may experience feelings of discontentment

and frustration that may lead to the expression of disattachment. The idea of

slight disattachment towards the organisation seems plausible since the

significant difference between levels of organisational and professional

commitment of the mid career stage disappears at this stage. As Buchanan

(1974,544) implies:

It is conceivable that some of the blame for any dissatisfaction
with the contrast [the expectations versus the reality] would be
transferred to the organisation in the form of diminished
commitment or general disenchantment.

Another possible explanation is that at the late career stage, individuals are
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probably more concerned with their role as a mentor than with their personal

achievement (Levinson 1990).

Solicitors' values towards work

The solicitors' profession has a poor reputation for altruism (Zander 1978).

Nonetheless, the data indicate that solicitors exhibit higher levels of normative

work values than calculative work values (see Chapter Five tables 5.21 to

5.24). The results also show that whereas normative work values orientation

increases over time, calculative work values orientation decreases. The present

study seems to suggest that the need to obtain satisfaction in work increases

over time. Also, money becomes less important with time.

There are several possible explanations for the results concerning solicitors'

work values orientation. Solicitors are expected to perform their jobs in regard

to the society's needs in general, and their clients' needs in particular. The

results are therefore consistent with human needs theory (Maslow 1970). That

is, beyond a certain point money fails to satisfy. Maslow theorises that human

needs are hierarchical. That is, material desires have to be satisfied before

individuals feel social needs, and those have to be fulfilled before they desire

the achievement of their full potential in the existing environment.

Another possible explanation might be the shift in work values from one

generation to the other. Whereas the major values of society in the 1930s,

1940s and 1950s were said to be self-denial and compliance with others, the
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values of the society in the 1970s were said to be self-reliance and distrust of

others (for example, Pinn and Innes 1987). If a relationship between an

individual's work values and socio-cultural patterns exists, this would explain

why older solicitors hold higher levels of normative work values than younger

solicitors.

Gender differences

Women were expected to be more committed towards the organisation than

men (Mathieu and Zajac 1990). The present study, however, does not identify

notable differences between men and women (see Chapter Five tables 5.23 to

5.24). With one exception, levels of organisational commitment are the same

for men and women. The exception is at the mid career stage where men show

higher levels of organisational commitment than women. Further, women and

men seem to be equally committed to the profession at all stages of their

careers.

Similar levels of organisational and professional commitment between women

and men may suggest that law firms and the solicitors' profession offer equal

opportunities and conditions for both. This explanation contradicts Grusky

(1965). In his study of managers' career mobility, Grusky suggests that higher

levels of organisational commitment among women are the result of

discrimination in the work place. That is, women are seen as having to

overcome more organisational barriers to reach the top than men. Forexample,

maternity leave may still count as a set back in women's careers. The results
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of the present study seems to suggest that career opportunities for women in

the work place have improved since Grusky's research in 1965.

Summary

This chapter discussed the research results. First, it was found that both forms

of commitment increase over time. The importance and the psychological

absorption in work also increases across career stages. The results are,

therefore, consistent with the 'profession-organisation' man model. Second, the

results concerning the relationship between organisational and professional

commitment were found to be complementary. The evidence is consistent with

Levinson's (1978) theory of adult development. That is, the life structure seems

to explain the development and the relationship between organisational and

professional commitment among solicitors. Commitment generally was also

found to hold different meanings. In effect, affective commitment to both the

profession and the organisation predominates. Solicitors' work values

orientation is more of the normative type rather than calculative. The next

chapter states the conclusions that can be drawn from this discussion.



Chapter Seven

Summary and conclusions

The topic of this research was professionals in organisations. The focus of

inquiry was the development and the relationship between organisational and

professional commitment. This was investigated by means of a survey among

solicitors, partners and assistants. Solicitors were the professionals chosen as

they resemble the characteristics of a 'true' profession. The survey was

conducted in large law firms; that is, true-autonomous organisations. These are

defined as organisations where professionals control both capital and

knowledge. Yet, as firms grow large the number of professionals who remain

assistants also become higher. The literature suggests that, at this stage, the

way work is organised most closely resembles business corporations.
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The research question was:

How does the relationship between solicitors' organisational and

professional commitment evolve at different career stages?

This question was explored via a set of systematic comparisons. The analysis

of the results was two-fold. First, it focused upon the development of

organisational and professional commitment. Second, it emphasised the

relationship between both forms of commitment.

The measures of professional and organisational commitment differentiated

between attitudinal and behavioural dimensions. Attitudinal commitment was

defined as the psychological identification and attachment to the firm and to the

profession (the sense of wanting to stay), as well as a perceived moral duty to

remain in the firm and profession (obligation to remain). Behavioural

commitment was defined as the costs associated with either quitting the

profession or the firm (solicitors' perceived need to stay). The principal survey

instrument was Allen and Meyer's (1990) organisational and professional

commitment scale. Respondents were asked to indicate the extent to which

they agreed or disagreed with a series of questions, such as:

• 'I would be very happy to spend the rest of my career with this firm';

• 'I am proud to be in the profession'.

The survey also measured (1) the solicitor's level of job involvement (Lodahl
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and Kejner 1965), (2) the solicitor's sense of calling to the field and professional

autonomy (Hall 1967), (3) the solicitor's work values orientation (Sheppard

1972; Popper and Lipshitz 1992).

Levinson's (1978) theory of adult development

The research framework of the present study derived from Levinson's (1978)

theory of adult development. Life structure is the key element of Levinson's

theory. Life structure refers to a certain period of an individual's life which is

influenced by both environmental circumstances and individual characteristics.

Specifically, Levinson's theory suggests that adult development encompasses

the diverse biological, psychological and social changes occurring in adult life.

These changes are pre-determined and reflect the evolution of an individual

within a certain life structure. Moreover, Levinson suggests that this evolution -

a process of periods of stability followed by periods of transition - is an age-

linked sequence.

The hypotheses of the present study tested three main aspects of the

commitment phenomenon. First, the development of commitment over time. In

essence, it was expected that organisational and professional commitment

would increase with age. Second, the relationship between organisational and

professional commitment was explored. Basically, it was expected that both

forms of commitment were complementary. Finally, the nature of professional

and organisational commitment was assessed. Commitment generally has

different meanings. Commitment might be expressed as a positive attitude or
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might be a manifestation of the individual's self-interest. The former was

expected to predominate. The results are as predicted. Overall, the evidence

indicates that Levinson's theory provides a comprehensive framework of

analysis to study the development and the relationship between organisational

and professional commitment. More speciftcally, the study basically reaches two

conclusions which constitute the next two sections.

The development of organisational and professional

commitment

Testing the hypotheses that both the profession and the organisation increased

over time concerned the assumption that as people age, they tend to be more

satisfied with their life in general than younger people. This situation is thought

to promote feelings of commitment among older employees. The autonomous

type of organisation is also potentially influential for the positive development

of both forms of commitment ('profession-organisation man' model). Given the

particular nature of law firms, it was expected that job reward theory would

provide a suitable explanation for the development of organisational and

professional commitment among solicitors over time. The attainment of a

partnership would therefore represent both an advancement in the organisation

and a professional recognition (Wa"ace 1995). The results showed that

partners are, indeed, significantly more committed to both the organisation and

the profession than assistants. Moreover, older employees are more

organisationally and professionally committed than younger employees.
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The increase in organisational and professional commitment appears to be

more a function of age than job rewards, however. The evidence for this

statement is inferred from statistics pertaining to job level. In effect, the

influence of job level on organisational and professional commitment was

questioned by a multiple regression analysis. It is inferred from these results

that age is by far a stronger predictor of organisational and professional

commitment than job level.

It is also concluded that the development of organisational and professional

commitment hold different dimensions. Whereas affective and normative

commitment increased significantly from early career stage to late career stage,

continuance commitment remained at the same level. In addition, the data

showed that organisational normative commitment is the least pronounced

component of organisational commitment. This result could mislead the

researcher to the conclusion that the normative type of commitment is not as

relevant to the professionals as the literature suggests (Etzioni 1975).

Therefore, solicitors might be subjected to calculative forms of control.

However, signs of the individual's alienation and frustration are dismissed, or

at least concealed, by the predominance of •a sense of wanting to stay'

regarding both the organisation and the profession. It is concluded, therefore,

that there are positive indications within the data to reject the idea that

professionals have become more responsive to a calculative type of control

than a normative type of control. That is, the nature of solicitors' commitment

to both the organisation and the profession is far form being instrumental or
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calculative. It is inferred from these results that the solicitors' willingness to

exert effort on behalf of the organisation is out of an altruistic motivation rather

than self-oriented concerns.

The relationship between organisational and professional

commitment

In essence, the evidence suggests that organisational and professional

commitment, far from being in conflict, are potentially complementary. The

results of this study are generally consistent with the corpus of literature which

suggests that professional-organisational conflict 'may simply be a figment of

the [researchers'] imagination' (Gunz and Gunz 1994, 825). If a real conflict

existed, a much wider gap between professional and organisational

commitment would surely be evident. Yet the overall comparison showed no

significant difference between professional and organisational commitment. The

complementary thesis is also supported when the results were analysed by

age. Levinson describes the state of being committed rather than the focus of

commitment. Yet, each career stage potentially suggests a different relationship

between organisational and professional commitment.

Although professional commitment predominates in the early career stage, this

difference disappears by mid-thirties, the so-called 'Settling Down' period. In

early career stages, Levinson suggests that the state of being committed is

paradoxical. That is, individuals' may experience strong and weak commitments

at the same time. The evidence also shows a significant difference between
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organisational and professional commitment in the 'Mid-life Transition' period.

At this stage, however, it is organisational commitment which predominates.

'Mid-life Transition' is described by Levinson as one of the most dramatic

periods, in terms of changes, in an individual's life. Individuals reaching this

stage undergo a process of re-assessment and re-evaluation. It is inferred from

the results of the present study that differences between organisational and

professional commitment are not related only to the potential for conflict

between organisational and professional membership, but are also related to

circumstances surrounding a specific life structure. It is concluded, therefore,

that evidence concurs with the school of thought which advocates that

organisational commitment is complementary to professional commitment or

vice-versa.

Partnerships as true-autonomous organisations are considered to be the work

place where professionals may maintain their professional identity and

autonomy. Partnerships may be seen also as a sheltered working environment

which enhances an occupational monopoly. Indeed, the results of this study

showed that the solicitors' commitment was to the profession insofar as it

reflected a sense of worth value in work and claims of economic needs.

Although feelings of moral obligation and duty were more towards the firm than

the profession, the organisational and the professional normative commitment

were the least pronounced. It is concluded, therefore, that the data provided

support for the thesis of professional dominance; that is, the solicitors'

profession is far from being proletarianised.
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Implications for 'sunk costs' theory

'Sunk costs' have been linked to the notion of escalation (for example, Staw

1981). This refers to the non-rational persistence with a certain course of action

(for example, Drummond 1997; Garland 1990). It would be interesting to know

the extent to which the •sunk costs' theory applies to career decisions. For

example, Garland and Newport (1991) suggest that the impact of .sunk cost'

on any decision to continue in the same course of action is dependent upon a

ratio between what has been invested and what there is to be invested. If

individuals invest an amount of time and money in a degree, what does it take

for them to withdraw, when unhappy, from that particular course of action? The

decision to withdraw from a particular course of action might require more than

failure. Indeed, Kernan and Lord (1989) suggest that the combination of an

explicit goal (for example, starting up a career) and highly negative feedback

resulted in escalation. Parental choices and expectations may act, for instance,

as a 'sunk cost'. In the practice of medicine and law, for example, it is

common to find generations of people practising the same craft. If 'sunk cost'

is an irrational attribute of decision-making (Garland and Newport 1991), what

does the professionals' choice say about the individual itself?

Implications for gender Issues

A parallel issue of this research is gender difference. One implication of the

present study relates to the low proportion of women in all career stages.

Someone can argue that the sampling strategy of the present study did not

attempt to stratify by sex. Although one cannot discard this possibility, the
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sample was randomly selected from a pool of solicitors working in large

partnerships. This procedure, in theory, gives an equal chance for each element

of the population to be included in the sample. If so, what do the results

suggest in terms of women's career choices? Apparently, the results of the

present study suggest that commercial law firms are not women's first option.

This fact is probably related to the macho image that solicitors practising in

large law firms have built around themselves. For example, one mechanism

used to maintain such an image might be the culture of long hours (Drummond

and Oliveira 1996). This may persist because it works against those with

domestic responsibilities. Yet are long hours really inevitable? This leads even

to a more interesting question. If commercial law firms are male-oriented, how

do they cope with women? What strategies do they implement to stimulate

commitment? Do firms really want to do that? This seems particularly relevant

since the number of women - entering into the profession and obviously

potential candidates to join large law firms - is now greater than men (Law

Society 1993).

Theoretical and empirical significance and suggestions for

further research

The findings of the present study have some implications for Levinson's (1978)

theory of adult development. Recall that Levinson's theory aims to identify life

patterns which evolve within periods of stability and periods of transition. This

life structure development follows an underlying order which provided the focal

points of analysis of the present study. Indeed, this theory of adult development
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was never designed to predict the relationship between organisational and

professional commitment. Yet this study suggests that such a theory might be

salient to study work-related attitudes, for example, job satisfaction.

Job satisfaction is particularly relevant for professionals in that they intend to

stay in the same profession for the rest of their lives. In effect, the professional

person has great expectations regarding the work itself. First, individuals'

capacity and curiosity are waiting to be explored. Second, individuals' sense of

challenge, growth and achievement are hopefully sustained. Third, the material

rewards obtained are very tempting (Sarason 1977). Eventually, however,

dissatisfaction can lead to a change of the professional's career path.

Levinson's theory suggests that individuals are more likely to a career shift at

'Mid-life Transition' when they realise that they failed to obtain their lifelong

dream. Therefore, the impact of the 'Mid-life Transition' period on late career

stages offers an interesting topic for further research.

Levinson's (1978) theory describes two possible scenarios concerning the

importance and involvement in work after the 'Mid-life Transition' period. One

of the possibilities suggests that there is a positive re-evaluation of individuals'

lives which induces high levels of commitment. Conversely, feelings of

dissatisfaction and frustration, as a result of a comparison between the

aspirations of youth and the reality, leads to a decrease in the importance of

work to individuals after' Mid-life Transition'. The findings of the present study

are clearly consistent with the former scenario. Yet it is unclear what may
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influence the individual into a positive or negative transition in the late career

stage. The type of occupation is potentially influential. In effect, among

occupations, such as solicitors, where the use of the abstract knowledge is

required, experience may act as an important asset. In this case, aging could

represent more and better opportunities which lead to greater satisfaction. On

the other hand, age might operate as a 'sunk cost' among blue-collar

occupations, such as construction workers, where physical strength is valuable.

That is, the lack of opportunities for a job elsewhere decreases, which

increases the need to stay in the organisation. Levinson's study used a wide

range of occupations from blue-collar to true professional. Do the two scenarios

described by Levinson reflect this wide range of different occupations?

The impact of 'Mid-life Transition' in the late career stage could be further

researched based upon different occupations. Data collection could start with

exploratory studies which compare individuals' job satisfaction, work

commitment and job involvement, for instance. From this procedure, a general

pattern of work-related attitudes could be identified. This general pattern could

be the foundation to study exceptions, for example, if there is a change in

individuals' career path, how it happens and why. As such, the factors that

affect commitment growth or decline could be identified.

Longitudinal studies

The research methodology adopted in the present study holds the potential to

conduct a longitudinal study, in that it would be possible to repeat the survey
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throughout an individual's career. For example, individuals that are now in their

early career stages will be in their mid career stages in 5-7 years time. This

methodology would allow for the cause-effect relationship between the

structural periods defined by Levinson and both forms of commitment.

The definition of profession

The data suggest that the relationship between organisational and professional

commitment among solicitors is complementary. These results have challenged

Goode's (1969) assertion that professionals, such as doctors and lawyers, are

more likely to create tension with their employing organisation than the

'technical profession ", such as engineers. If it is not the type of profession that

explains such conflict between both forms of commitment, can it be the type of

organisation? If this is true then a sampling of solicitors working in

governmental departments should produce different results from those obtained

in the present study. By comparison, a sample of doctors practising in private

clinics should produce results similar to those obtained in this research. A

possible outcome of such comparative studies is that no conflict exists between

organisational and professional commitment. If discrepancies between levels

of organisational and professional commitment are conditional upon a particular

life structure, the relationship between both forms of commitment are

interpreted as complementary. Such results may lead researchers to a more

fundamental question which is: to what extent is the distinction between

'person or true profession I and 'technical profession I worth making?
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The nature of commitment

The results of this study provide further support to the school of thought that

advocates commitment as a multidimensional concept. One disadvantage of

utilising survey techniques is that the methodology tells the research little about

what organisational and professional commitment mean to solicitors, or how it

is experienced. It would be interesting to conduct a similar exploration utilising

in-depth interviews capable of capturing life histories, critical incidents and so

forth. The small quantity of qualitative material gathered for the purposes of the

present study suggests that such a study might not only confirm or qualify the

present findings, but more importantly yields more specific insights into issues

such as the interplay between commercial and professional priorities than was

possible here.

Client commitment

Meyer, Allen and Smith (1993) stressed that understanding the relationship

between organisational and professional commitment might help to predict

other work-related behaviours. Although the relationship between organisational

and professional commitment is important, some solicitors informally pointed to

the importance of developing a relationship with the client. In an era where total

quality management and customer care occupy such prominence (Demming

1982), the issue of client commitment is a potentially important and fruitful one

for study. For instance, what factors are associated with high levels of client

commitment? Is client commitment a determinant of professional or

organisational commitment? Does the solicitor's attitude to the client change
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over time? Solicitors in this study, in a form of anedoctal evidence, suggested

that the major task facing any dedicated professional is meeting their clients'

needs. For these solicitors, clients are really what the job is about, and the goal

is client satisfaction.

Practical implications

On the practical level, the pattern of development of organisational and

professional commitment might help organisations establishing programmes of

employee development. One important contribution of this study is that of

showing the impact of age upon organisational commitment is stronger than job

level. Rewards, apparently, do not buy commitment (for example, Paul and

Robertson 1970). Therefore, what does motivate solicitors? Herzberg (1968)

suggests that an individual is motivated when he wants to work. Motivation

does not require extrinsic stimulation. It should come from inside as a response

to needs that relate to the ability to achieve; these needs are fulfilled through

the individual's achievement and the experience of psychological growth.

Apparently, solicitors are already motivated to work. Indeed, solicitors want to

stay in the organisation and want to stay in the profession. This feeling reflects

their need and desire for achievement. Thus, the issue here relates more

strongly to what the firm should avoid doing in order to preserve such a

motivated work force. Job content potentially induces the individual to self-

actualization (Herzberg 1968).

It is possible to imagine that law firms might be seduced by the efficiency levels
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of a bureaucratic organisation. This might be the result of the intense

competition that law firms are facing today (see Chapter Four). Therefore, the

temptation to implement some of the strategies to speed up the work are too

high, for example, specialisation. Beforehand, however, firms should balance

the pros and cons of such a strategy. Indeed, specialisation as a way to speed

up the work should be avoided in that it may inhibit self-actualization in the

workplace. Specialisation may create the need for supervision; this hierarchy

of authority with senior partners supervising partners, and partners supervising

assistants may create passive and dependent workers who feel they have little

control over their work. Moreover, assistants who are at the bottom rung of the

ladder in the formal organisation do not have the chance to define their own

goals. All these together, as Agyrus (1957) suggests, are the ideal conditions

for the individual psychological failure.

Solicitors' self-esteem and pride in craftsmanship are feelings that firms would

surely wish to preserve among their work force. Firms have, however, to

believe that this is the only way to deliver the best service to their clientele.

Such preoccupation should start in the early stages of an individual's career.

One possibility that organisations might want to encourage is the role of a

mentor or patron. This role would performed by a senior member of the

organisation, who are highly committed to both the profession and the

organisation. When this process of mentorship is successful, it produces

autonomous professionals. Being able to control one's own work is probably the

best incentive to stay. In this way, organisations are assured of their future
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success by retaining people who are productive and proud to their membership

with the firm.

Final Remark

The popularity of a quantitative approach to research is its apparently .easy

way' to reduce data to figures. It is people, however, who lie beneath the

numbers and the statistical comparisons that are ultimately significant. It is

fitting, therefore, that the last word of the thesis should belong to those whose

livelihoods and personal aspirations are bound up with this thesis. When asked

to talk about his feelings regarding his career, one solicitor said that he

intended to stay with his firm because 'I do not feel obliged to 'trim' any

personal and ethical standards in order to make a living. The firm's ethos is the

pursuit of excellence' . Such a working environment, however, rarely occurs by

accident. It reflects the values of, and the example set, by most of the senior

members. Professional integrity, that is, pride in service and workmanship, is

their hallmark (Drummond and Oliveira 1996).

In his book The Search for Meaning, Charles Handy suggests that 'our

businesses will only be ultimately successful if people are in them for the love

of the game' (1996, 65). Partnerships of solicitors hold the raw material for

such wishful thinking to become a reality. For example, solicitors are likely to

be motivated by an exciting project rather than money alone. This is probably

best reflected by the solicitor's desire to give their best to the success of the

organisation. It seems, therefore, that putting people before business may in
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the long term be highly beneficial to the organisation. Recall that such priorities

as enhancing the meaning of work, creating a workplace that fosters individual

development and proper effectiveness, will allow people to regain or maintain

self-esteem and pride in workmanship. This situation results ultimately in

employees' greater satisfaction and commitment. Few of us have any

alternative but to work for a living. It is encouraging to discover that work can,

and sometimes does, contribute to the quality of life.
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What makes a happy la\vyer?NLJ
~,
~n
"

Helga Drummond and Eva Dias de Oliveira have the 'answer

InJohn Grisham's novel The Firm, the c

fledgling assistant lawyer can hardly ~
believe his luck when he discovers £
that his "employment package" in- -8
eludes a beautiful house, the services f-

of an interior designer, and a new BMW
motor car. He soon realises, however, that
the firm's apparent generosity is calcu-
lated-intended to bind him to the organ-
isation by making it too expensive to leave.
In the end, the firm's strategy rebounds,
producing suspicion and resentment.

All organisations need to procure loy-
alty and commitment, Quite apart from the
potential loss of continuity, investment in
training, and client following caused by a
partner or assistant leaving, firms also need
to stimulate high performance day in day
out, If money is not the answer, then what
is)

~anaging a law firm poses a particu-
larlv challengll1g task because solicitors are
simultaneously members of an orgarusa-
tion and members of a profession, They are
accountable both to their firm and to the
Law Society, Dual loyalty can pose a ten-
sion between the solicitor's need for au-
tonomv and the orgamsanons need to
e~ert control. For example, a firm may in-
sist upon limiting the amount of research
conducted in connection with a client's case
on grounds of cost cffccnvenes-, The issue
"' dual lovaltv is bocormng increasmglv rel-
evant tl~ la«: Irrru-, have beC01TIe larger,
111<'r,'cornmerciallv oriented and more bu-
rt..'.,u(r,lhc Indeed. -orne of the very large
nrrn-, airead v rcsernblc ind ustr ia l mono-
hth-, WIth their speciahst marketing, per-
<onnel and administretrve functions The
que-non thus arises-do solicitors regard
themselves nrst and foremost as members
ot ,1 profession, or hal'e they surrendered
thC'lrmdl\'idu"llty and mdependence to be-
lllnh,,' tht.' nl'\" ()rAanl ...atlon'~ nH~n (lnd
\'"<"Il"'.' n'

The re ....eclrch rt.:"plHtl.'d In thl~ c1rtKIe
b"~,"1 \\'Ith t11l" 1'en' qUl''>lion We werl'
<11",Intl're<.tt'd 111 whether and ho\\' the ",_
IIClt,'r', commItment changed l)l'C'r tllnt'
F,'r example, do solICItors become mort'
1l11111111ttd to their prole~slon or to theIr
11[111 ," the" Mome older? Do the\' become
CI-nILa!. dl'~enchanted, and more Inclll1ed
tl' I"I-..e~hortcut .. a, thel' become older'
\\'h,1I "bout tho,e \\'ho nen!r become part-
11l'r,-do thel' el'(,l1tll<,IIl' lose InterL"t In

NLJ Pra.ctitioner January t 2 1996

,,
v

The rt:""Jeclrchwas conducted bv mean ....
of a que",tl0nnaire survey amongst ih ... largll
cornmercia l practices. The ~cln'rll' \,',1:-.
drawn pnncipally from firms based 111 the
City of London, but also tncluded hrms lo-
cated in Birmingham, Leeds and Manch-
cxter. OrganIsational and profcsvrona!
commitment was measured by a,king re-
"p"ndent, to Indicate the l'xtt'nt to whIch
they (lgrced or dIsagreed "'Ith a ",(Ifill., llf

qUt;> ...tHHh slich (lS'

I would be \'er\' h,'ppI to 'pend the rl"t
of m\ (arC'l'r \\'Ith thIS firm"
"I rc<'1thal I ha\'(> It)O fcw optIon, to con-
"dl'r leal'lng the fIrm,"
1am proud to be In the prof"'''lon "

"It \\'ould be costl\' for me to change 1111

profl'~'"on ntH" ,"
The ,un'el' also mea,ured ,oIICltor,' le\'\:,1
nt \\'urk IIH'oln.'ment \"Ith a que.,tltln ...
,ud, ",-"II,,"','at ,md brl'athe nl\' lob"

tionnarre. The sample ranged from recentlv
qualified aSSl,t,1l1h tn senior partners ap-
proachmg rcnremcnt.

Dual loyalty?
Our results su"g"~t that solicitors are in-
deed more committed to their profession
th,'n to their fIrm." That finding is sub; ct
tn ,ome Important qualifications, however,
\Vl' mea,ured thrl'l' basi types of commit-
ment, that is, tilt' Il'l'IIng of lmlll/11~ tn re-
t1'),\1n, the feel1n~ot IIl'edlfls, to fenla'in, (1nd
the feelIng that "ne (111)(/11 to remaIn wIth
either the profl'''lon or the firm,

The sense 01 "wantIng to remall1" and
"needing to remall1" " higher for the pro-
fession than thl.' fIrm, Yet "the feelIng that
ant' ought to rl'l11,lIn" IS higher for thl' or-
gani,ation than the profeSSIon, In other
word" ,oliCltor, denl'r their emotional sat-
"faction prinClp"Il\' from member,hip ot
the profcssion r,I1lwr th"n membershIp of
tlwir 11m, Althl'llgh 111('ni.'"",-,-'m, to be Im-

page 23
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N LJportant, solicitors appear to regard their

skills and experience as transferable from
one firm to another. Solicitors are held to
their firm mainly by a sense of moral obli-
gation, for example, "If [ got an offer of a
better partnership elsewhere [ would not
feel it was right to leave my firm."

It is unclear why this should be so. What
is does imply, however, is that the bond be-
tween the solicitor and the firm is negative.
Solicitors stay with a firm not because they
necessarily want to, or even because they
feel they have to, but more out of a sense
of guilt.

That said, both forms of commitment
intensify with age. Far from becoming cyn-
ical, complacent or disenchanted, solicitors'
identity becomes increasingly linked to
their profession. Moreover, psychological
absorption in work also increases as time

•• goes on.
Clearly, we cannot exclude the possi-

bility that our results reflect a post hoc ra-
tionalisatipn of events, that is, having spent
a lifetime in a profession and possibly in
the same firm, individuals might come to
convince themselves that they have made
the right decisions! For instance, one way
of becoming reconciled to failed transfer
applications might be to convince oneself
of a duty to the firm.

Apart from that possibility, the attain-
ment of partnership seems significant
though it may not be quite as important as
intuition suggests. Partners do show a
greater level of commitment than senior as-
sistants (defined as aged 35 and over), both
to the profession and to the firm.

Interestingly though, there is no evi-
dence that senior assistants are any less
committed to their profession or firm or
any less involved in their work than their
lunior counterparts. Likewise senior part-
ners (defined as aged 42 and over) exhib-
ucd higher levels of commitment to their
firm than their younger counterparts and
higher levels of work involvement. Taken
together, these findings imply that admit-
ting someone to partnership may not wave
.1 magic wand in heightening their com-
rmtment. To put It another way, those who
do not, for whatever reason, attain part-
nership are not necessarily bad solicitors
bv anv means.
. We did not identify any notable differ-

cnces between men and women. Our sam-
ple sizes of females were too small to
perrmt detailed statistical comparisons. It
doe-, however. show that the proportion
01 women reaching partnership in large
(\)mmerClal firm, remains minuscule.

••
rt

What makes a happy lawyer?
Owrall our re,earch indicates that solici-
tor'_' ultimate commItment is to the pro-
le'"on rather than the firm.

ThIS ,uggests that the most attractive
tlrms are likelv to be those offering a pro-
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fessionally rich and satisfying working en-
vironment. What factors might contribute
to the creation of such a climate is itself a
topic for research. Our own study contains
some clues. Besides asking solicitors to re-
spond to specified questions, we also in-
vited written commentary. Although such

"One important factor is the
work itself. Many

respondents said that the
sheer intellectual challenge of

their work was a major
source of satisfaction. For
example, one solicitor said,
'I could not work the hours I

put in unless I gained
intellectual pleasure
from the work.' ..

commentary was not gathered systemati-
cally, the replies are insightful neverthe-
less.

One important factor is the work itself.
Many respondents said that the sheer in-
tellectual challenge of their work was a
major source of satisfaction. For example,
one solicitor said, "I could not work the
hours I put in unless [gained intellectual
pleasure from the work."

It is not just the nature of the work that
counts, however. It is the atmosphere in
which it is carried out that is critical. Al-
though money is one of the major attrac-
tions of a career in commercial law,
solicitors are happiest earning it by dint of
their professional ingenuity rather than by
exploiting the client. Firms which have suc-
cumbed to the temptation to "milk" cases
and to take shortcuts may find that their
policies are ultimately counterproductive
as they destroy solicitors' pride in their
work. Office politics were mentioned as a
destructive element undermining morale
and pleasure in the job. The situation is fre-
quently exacerbated by partners' maladroit
approach to management. learly if law
firms are becoming more like industrial
corporations then those in positions 01

power need to acquire the requisite exe u-
tive competencies.

Many firms hold out the prospect of
partnership in order to motivate assistants.
The result may be to breed a reciprocally
instrumental attitude towards the firm. For
instance, one young assistant said, "It is
hard to maintain loyaltv 10 a large firm
with a competitive career brochure."

While we are not suggesting that part
nership prospects are in onsequential, the
assumed link between partn rshlp and mo"
tlvation is uspe t. ur data sugg('~t that
the majority of assistants are probably al·
ready highly charged by the work itself. )
why equate succcss with the attainment 1)(

partnership? Why ~hould someone not
enjoy a ~atisfving and worthwhile eaTl'er
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as an assistant? Some respondents sug-
gested that their aspirations to pass through
the "bottleneck" to partnership were con-
ditioned by the all or nothing hierarchies
which are traditional within the profession.
We suggest that firms consider creating in-
termediate levels of reward and recogni-
tion and reconsider how they define
success. For exarnple, there might be spe-
cial recognition for those meriting part-
nership but who elect not to be burdened
by the concomitant risks and responsibili-
ties.

Long hours are the norm in many com-
mercial practices. Most solicitors seem to
regard them as unavoidable, a price to be
paid for the benefits of their choice of oc-
cupation, "Love the work. Hate the hours"
said one solicitor.

Yet arc long hours really inevitable? It
is difficult to imagine that firms who have
shown themselves to be flexible and re-
sponsive in other ways cannot organise
themselves to reduce demands upon staff.
We suspect that a culture of long hour per-
sists because it works against those with
domestic responsibilities, women espe-
cially. ertainly the profession seems to
have created a macho image around itself.
As one junior assistant observed," areers
are made on the basis of hard work, long
h~urs, money-spinning jobs and big bills."

Although working for a highly presti-
gious firm confers a certain edal, it is what
distinguishes those firms that is interest-
ing. Professiona! integrity is their hallmark.
Few soli itors expect idealism either in the
ambience of their firm or in the outlook and
behaviour of colleagues. The most desir-
able atmosphere ISone where ompetencc
and nthusiasrn prevail, wh re th re is a
clear sense of ommitment to the client and
dedi ation to high standards of profe-sional
practice.Su h working environments r, rely
occur by ae ident but refl ct th values of
and example ",t by most of the semor part-
ners. For instan e, one assistant sol: uor
sa id that h intended to stay with hI., nrm
becau e. "I do not fe I obliged to 'trtrn' anv
personal or cthi ,11standards m order to
make a living ..Th firm's etho-, " the pm-
suit of excellence "

Those controlling some of the shabbier
firms might reflect that this exemplar or-
ganisation I, ,11.,0one of tilt' ll'.,dlng prac
tices in the K. The mL~!Wge"clear firm,
seeking ttl rank a' lead rs of th prolev.ron
must make rmfl,.,.,lonal ,tandart!, therr op
crauona: Impl'r,ll,vl' Th mc.,.,agc h'r '"
IIC1tor, and ",plrlng traml'l', "al.,,, dl'M
To be happy, put good wurk ,Inti ,I "''')ll'-
llIall'I1\'lrClI1n1l'nt b 'f()rc mmll'l' (I

The authors work (rom the
UniversIty of Liverpool's lnstitut of

Public Administr tion and
Management. W thank veryon

who replied to our sUNey

NLJ Practitioner January 12 1996
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Appendix 4.1

Mean, standard deviation and scale's reliability

This section shows the results of the pilot test. Mean, standard deviation and

scale's reliability are displayed.

Scale Mean Standard
Deviation

Number
of items

Organisational Commitment 96.88 21.82 24 .8409

Professional Commitment 73.03 15.04 18 .8123

Job involvement 20.11 5.99 5 .6703

Importance of profession to
individual

76.76 9.45 25 .6827

Calculative work values
orientation

9.81 3.56 4 .7397

Normative work values
orientation

16.59 5.01 6 .8674



197

Appendix 4.2

Determination of the sample size

This section aims to explain how the sample size (n=256) was determined by

using the formula from Moser and Kalton (1981):

s
s x· -~-~~=N=-=n

vn- 1 N- 1

where:

N is the number of units in the population;
n is the number of units in the sample;
s is the standard deviation;
Ox is the standard error of the mean.

The key variable for the sampling strategy is age. A standard deviation of

13.117 and a standard error of 0.8 were used; N is known (7561). The only

unknown variable is n. When the equation is computed, the sample size was

found to be 256.
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Appendix 4.3

Reasoning for sample stratification method

Two different methods of stratification were explored: the disproportionate and the

proportionate method. The proportionate method incorporates the population relative

(wi) and the total sample size, while the disproportionate also includes the standard

deviation (6i). The disproportionate strategy revealed to be more efficient than the

proportionate strategy since it shows a more balance distribution across different

groups (Emory 1976). The formulae are as follow:

- Disproportionate method

n* = Wj)( s/'Il,wj )( 6t256
Where:

n* is the sample size of each stratum;
wi is the population relative of each stratum;
6i is the standard deviation;
256 is the overall sample size.

- Proportionate method

n** = w· )( 256I
Where:

n** is the sample size of each stratum;
wi is the population relative of each stratum;
256 is the overall sample size.

Age Population Population SI w~1 n* n**
Group N Relative WI

22-28 220 0.03 0.662 0.02 2 7

28-33 3581 0.47 1.55 0.73 94 121

33-40 2036 0.27 1.805 0.49 62 69

40-45 725 0.10 1.326 0.13 16 25

45-55 736 0.10 3.079 0.30 38 25

>55 263 0.03 9.481 0.33 42 9

) r /, 'I



199

Appendix 4.4

ACCESS programme for random numbers

This section shows the ACCESS programme used to generate the random
numbers.

Option Compare Database 'Use database order for string comparisons
Global A (1 To 9000)
Global 0 (1 To 9000)
Global E (1 To 9000)

Function ILDO
Dim db As Database, T As Dynased, B As Dynaset, C As Dynaset, criteria,
contador As Variant, NA As Variant, Maxvalor As Variant, Minvalor As variant,
al As Integer, x, i, vazio

Set db = CurrentDBO
Set T = db.CreateDynaset("ADMISSION DATE")
Set B = db.CreateDynaset("ADMISSION TEMP")
Set C = db.CreateDynaset("RANDOM ADMISSION")
Do Until B.EOF

B.Delete
B.MoveNext

Loop
Do Until C.EOF

C.Delete
C.MoveNext

Loop

contador = 1
Randomize Time
Minvalor = InputBox("Lower Date?")
If Minvalor = "" Then Exit Function
Maxvalor = InputBox ("High Date?")
If Maxvalor = "H Then Exit Function
NA = InputBox ("Random Elements?")
If NA = n. Then Exit Function
Do Until T.EOF
If (T![ADMISSION DATE] >= Val(Minvalor) And T![ADMISSION

DATE] <= Val(Maxvalor)) Then
B.AddNew
B![NAME] = TI[NAME]
BI[FIRM] = TI[FIRM]
BI[ADDRESS] = TI[ADDRESS]
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A(contador) = TI[NAME]
D(contador) = TI[FIRM]
E(contador) = TI[ADDRESS]
B.Update
contador = contador + 1

End If
T.MoveNext

Loop
T.Close
B.Close
contador = contador - 1
If Val(NA) > Val(contador) Then
MsgBox ·0 numero de elementos do intervalo e inferior ao

numero de elementos pretendidos.", 64
Exit Function
End If
Fo i = 1 To NA

al = Int((NA - i + 1) * Rnd + 1)
Debug.Print al
C.AddNew
C![NAME] = A(al)
C![FIRM] = D(al)
C![ADDRESS] = E(al)
C.Update
x = contador - i
vazio = reordena(al, x)

Next i
novoNAME = InputBox$("NAME do ficheiro para guardar (excepto

fim)?")
DoCmd SelectObject A_TABLE, "RANDOM ADMISSION", True
DoCmd CopyObject , novoNAME
C.Close

End Function
Function reordena (ai, x)

For K = al To x
A(K) = A(K + 1)
D(K) = D(K + 1)
E(K) = E(K + 1)

Next K
End Function
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Appendix 4.5

Covering letter

Mr 'Solicitor Name'
Firm's Address

Date

Dear Mr 'Solicitor Name',

I am a Ph.D. student carrying out a research into solicitors, their careers and
choice of profession. I would be very grateful if you could kindly complete the
enclosed questionnaire.

My study is based upon careful sampling techniques. As I am contacting only
solicitors at a specific career stages, your response is very important.

The information yo~ provide will be treated as confidential. Only I will see your
answers and I will not disclose these to anyone.

Yours sincerely

Eva Dias de Oliveira
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Appendix 4.6

Questionnaire

:.,~:t.,. 'd .j~,'" , ..

.. '" ,'.' t' " • , (

Solicitors' Profession Survey I



THE UNIVERSITY OF LIVERPOOL •.1

Age. Please, use the box provided.

Please tick the appropriate box.

BMale
Female

Marital Status. Please, tick the appropriate box.

~i:_~:biting ~
M.arried ear of(lst)mamage I
Divorced .'-- --l

Widowed

19

Have you any children?
Yes
No

8earoffirstchlidbom ....1_1_9 -'

Is your partner In professional employment?
(If applicable) Yes

No B
Which level did your father accomplished?

o Level or equivalent
A Level
Degree
None

In what year did )OU qualify as a solicitor?

Do you hold an) postgraduate degrees in law or a legally related
subject" If yes please specify.

Rank the f(Jllo"lng aspects of your life according 10 their importance to
:-ou. l.ach item should ha c a different rank number. e.g. from I least
important to .t most important. Being at work

Being with the family
Doing Nothing
Spending time in leisu re activities

l low many ~ear., have you w nrk ed in this firm?

Partner
Salaried partner
Assistant
Trainee Solicitor
Consultant

I·or how many ~ears have ~ou held the present posuion?

Solicitors Profession - Survey / 1994
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THE UNIVERSI;ry OF LIVERPOOL
""'., .., .' ......,.j.,' .. .'

The following items are concerned with your feelings and choices towards your profession. There are seven

possible responses from 1 for Strongly Disagree to 7 for Strongly Agree. Please, tick the one that best suited

to your attitude and/or behaviour.

1 2 3 4 5 6 7
Strongly Modenttly Sightly Ntithtr Agree Sightly Moderlttly Strongly
Disagree Disagree Di .grtt or Di5lgrrt' Agree Agree Agree

1 2 3 4 5 6 7

The solicitors' profession is important to my self-image.

I regret having entered the profession.

I am proud to be in the profession.

I dislike being a solicitor.

I do not identify with the profession.

I am enthusiastic about the profession.

I have put too much into this profession to consider changing now.

Changing professions now would be difficult for me to do.

Too much of my life would be disrupted if I were to change my

profession.

It would be costly for me to change my profession now.

There are no pressures to keep me from changing professions.

Changing professions now would require considerable personal

sacrifice.

I believe people who have been trained in a profession have a

responsibility to stay in that profession for a reasonable period of time.

I do not feel any obi igation to remain in the solicitors' profession.

I feel a responsibility to the solicitors' profession to continue in it.

Even if it were to my advantage, I do not feel that it would be right to

leave this profession now.

I would feel guilty if I left this profession.

I am in this profession because of a sense of loyally to it.

I am very much personally involved in my work.

I live, eat. and breathe my job.

The most important things which happen to me involve my job.

To me, my work is only a small part of who I am.

I would probably keep working even if I didn't need the money.

Solicitors ProfessIOn SUIvey / 1994
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THE UNIVERSITY OF LIVERPOOL

The following items are concerned with your feelings and choices towards your profession, There are five possible
responses from S for Very \-Vell to 1 for Very Poorly, Please, tick the one that best suited to your attitude
and/or behaviour,

S 4 3 2 I
\ "ry ell ell ~ol Sure Poorly V"ry Poorly

S 4 3 2 I
I systematically read the protessionat journals.

Other professions are actually more vital to society than mine.

I make my own decisions in regard to what is to be done in my work.

I regularly attend professionals meetings at the local level.

I think that my profession, more than any other, is essential for society.

My feliow professionals have a pretty good idea about each other's

competence.

People in this profession have a real "calling" for their work.

The importance of my profession is sometimes over stressed.

The dedication of people in this field is most gratifying.

I don't have much opportunity 10 exercise my own judgement.

I believe that the professional organization(s) should be supported.

Some other occupations are actually more important to society than is

mine.

1\ problem in this profession IS thai no one really knows what his colleagues

are doing.

It " encouragrng to sec the high level of idealism which is maintained by

people in this field

I he professional orgamzauon doesn't really do too much for the average

member

Wc rcall;. have IlO I\a) olludgll1!! each other', competence.

I\lthough I II ould like to, I really don't read the journals often

Movt people w ould sta> in the profession cven if their income, II ere

reduced

\11 l)1I n decisions arc subject to review

I here IS110tmuch opponunuy tojudge hall another person doe, h" IIork

I am m;. all n boss 111 almovt ev er;. work-related suuation

Ir Cl er an occupation IS mdispensable. It IS thiS one

\1;. colleagues prett~ we ll know hall we]] lie all do 111our II or"

Ihere arc I erv kll people II ho don't really bellelc In their II ork

\lo"t ofmy dccrsrons are rCI rewed b~ other peorle

Solicitors Profession - Survey / 1994
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THE UNIVERSITY OF LIVERPOOL

Below are some statments which relate to you and your feelings towards your firm. There are seven possible

responses from I for Strongly Disagree to 7 for Strongly Agree. Please, tick the answer that best suited your

attitude and/or behaviour.

1 2 3 4 5 6 7
Strongly Moderottly Sightly Neither Agr ee Sightly MOderately Strongly
Disagree Disagr ee Dissgr ee or Disagree Agne Agree Agree

] 2 3 4 5 6 7

I would be very happy to spend the rest of my career with this firm.

I enjoy discussing my finn with people outside it.

I really feel as if this finn's problems are my own.

I think that I could easily become as attached to another firm as I am to this

one.

I did not feel like 'part of the family' at my firm.

I do not feel 'emotionally attached' to this firm.

This finn has a great deal of personal meaning for me.

I do not feel a strong sense of belonging to my finn.

I am not afraid of what might happen if I quit my job without having

another one lined up.

It II ould be very hard for me to leave m) firm right now, even if I wanted

to.

Too much in my life would be disrupted if I decided I wanted to leave my

firm nO\I.

It wouldn't be too costly for me to leave my firm now.

I{ight now. ,ta) ing with my firm is a matter of necessity as much as desire.

I reel that I have too few options to consider leaving this firm

(}11~ of the fe" xcnouv consequences o( lcavrn]; tim firm wouk: be the

-carc it) of available alternatives

One of the major reasons I continue to work tor this firm IS that leaving

\\ ould require considerable personal sacruicc - another linn rna) not

m.uch the overall benefits I hale here

I think that people these da)., move [rorn tirm to linn too often.
-

I do not bcliev e that a person mu>! aliI il)' be loyal to IllS or her firm.

Jumping from linn to firm does not seem at all unethical to me.

One of the major reasons I conunue to wor), for this finn IS that I believe

that 10) ,lit> I'> important and therefore feel a <ense of moral obhgaricn to

remain

Solicitors Profession - Survey / 1994
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cont.j.i.]
1 2 3 4 5 6 7

If I got another offer for a better partnership elsewhere I would not feel

il was right 10 leave m) firm.

I was taught to believe in the value of remaining loyal to one firm.

Th ings were better in the days when people stayed with one firm for most

of their careers.

I do not think that wanting 10 be a 'company man' or 'company woman'

is sensible anymore.

Below a re 10 statments in two sections which relate to your feelings towards work. Please, tick the option that
represent your own attitude and/or behaviour.

:.: r: (' I I () II 1

I 2 3 4 5
Slron~l~ I)i~a~rec ()i'.~r ee t ndecided Agree Sirongly Agree t 2 3 4 5

Yourjob is something you have to do to earn a living- most of your real

interests are centred outside your job.

Money is the most rewarding reason for working.

\\'orking i~ a necessary evil to provide things your family and you want.

You are IiI mg for the day \\ hen ~au can collect your retirement and do

the IhlllgS that are important 10 you.

( I I () I )

I 2 3 -t S
\ l'n IllIporlAl11 \llm('\\hat '01 \I, 'Olllllflorlant

IllIporlant Importanl Im por ta nt ,,( \/1 I 2 3 4 S

It I, Important for me to w or], 111 a place \I here people pcrcciv C

th~m,cll cs as idealistic and concerned

It h important for me to work in d place \I here people bchcve th.n thc ,

111.r~c an important contnbuuon to "oclet~

It h unpon.mt for me III \\ or], In oJ place \I hcre I kel ih.n I am dOlllg

"'l11elhlng unportant for a cOllllllunal goal

II h important for me 10 \\ ork 111 cl place "here people bchcv c thai

communal goal> arc important than their personal InlacSIS.

II h 1111poriant for me 10 II ork In J place II haC [leople "gilc their hc,tn,"

1\1 the .,~"CIll

II " IIII [)ortJIl I for Ill\! In \\ or~ 111.J [llac': II i1lci1 mol~c, 11ll[l(lrtanl

«mlrlbulJon to cOllllllunal goal..

Solicitors Profession - Survey / 1994
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THE UNIVERSITY OF LIVERPOOL I

Thank you for your assistance.

If you have any other comments you wish to add on the questionnaire please do so. Any information you
care to relate about your career, your level of satisfaction with your progress and aspirations will be studied
with interest.

Solicitors Profession - Survey / 1994
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Appendix 4.7

Follow-up card

Date

Dear Sir/Madam,

I recently sent a questionnaire concerning my Ph.D. research to you and I have
not yet received a reply.

I appreciate that the questionnaire is somewhat lengthy. Please@ try to find a
few minutes to complete it. If you have any question please do not hesitate to
contact me through tt 051.794.2917.

Again I assure you that all replies will be treated in the strictest of confidence.

Yours faithfully

Eva Dias de Oliveira
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Appendix 4.9

Determination of non-respondents representativeness

This section explains the Viswesvaran, Barrick and Ones' (1993) approach to

the non-response representativeness. This method required the calculation of

two sequential steps. The first step regarded the calculation of the average

response level from the non-respondents, that is, the mean which might

invalidate the inferred conclusion. The second step concerned the estimation

of the critical response rate. A critical response rate higher than the obtained

response rate suggests that the conclusion might be reversed by additional

responses.

Non-respondents average level

The first task is to identify an item that differs significantly between group ages.

Oneway A.N.O.V.A. using a posteriori Duncan's test shows that item 'I dislike

being a solicitor' (reversed) is significantly different between three different age

groups. This feeling of dissatisfaction towards their choice of a profession is

greater in early career stages « 33 years) than in late career stages (> 45).

When the scale was reversed, the average level in the first group was 5.72, in

the second group the average level was 6.18, and in the third group the

average level was 6.39.

The risk of non-response bias is critical for this item as it is quite possible that

solicitors who like to be in the profession did respond more than those who
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dislike. As an example, the procedure was tested using the information which

concerns early career stage (G1) and mid career stage (G2). The average

response level from the non-respondents was determined by using the following

formula:

where:

AN is the average response level of non-respondents,
Ts is the total of units sampled [G1 + G2 = 836],
Ac is the pre-determined average score which is used to infer

conclusions, that is, [4] if the scale scores range from 1 to 7. A
response greater than Ac would result in the conclusion that the
respondents favour that specific issue.

Rn is the number of respondents [268],
Ar is the average response score for the respondents [(5.72 + 6.18) /2

= 5.95],
Nn is the number of non-respondents [G1 + G2 = 568].

When the formulae is revolved the result for the average response level of non-

respondents is 3.079.

Critical response rate

The second step requires the calculation of the following formula:

1
eRR:: 1+(Ar- Aq

Ac-AN
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where
CRR is the critical response rate,
Ar is the average response of respondents [5.95],
Ac is the pre-determined average score for infer conclusions [4].
AN is the average response level of non-respondents [3.079].

These results indicate that the critical response rate is 36.80%. The average

response rate obtained in group 1 and group 2 is 45,5%. Therefore, additional

information most probably would not jeopardize the conclusion regarding this

item. The same procedure was carried out for group 1 and group 3 and the

critical response rate was 28.21 %, while the average response rate obtained

in those two groups was 43.5%. It is therefore concluded that the conclusions

pertaining to these item are not at risk from missing responses.
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Appendix 4.10

Scale reliability

The following table shows the mean (M). standard deviation (SD) and

Crobach's « reliability coefficients of the research scales and subscales.

Scale M SO Number of
items

Professional Commitment 72.56 14.65 18 .8071

Affective Prof. Commitment 31.87 6.54 6 .8115
Calculative Prof. Commitment 28.10 8.38 6 .8171
Normative Prof. Commitment 12.86 6.58 6 .7872

Organizational Commitment 96.84 21.55 24 .8337

Affective Org. Commitment 38.19 11.83 8 .8910
Calculative Org. Commitment 30.65 11.22 8 .8121
Normative Org. Commitment 28.10 9.98 8 .8141

Job involvement 20.14 5.98 5 .6707
If last item deleted .7299

Importance of profession to 76.67 9.27 25 .6732
individual

Professional referents 14.38 3.24 5 .3924
Believe in public service 12.50 2.68 5 .3458
Believe in self-regulation 12.71 3.36 5 .6474
Sense of calling to the field 13.53 3.60 5 .7407
Autonomy 18.58 4.35 5 .7439

Calculative work values 9.81 3.57 4 .7500
orientation

Normative work values 16.56 5.00 6 .8687
orientation



Appendix 4.11

Factor Analysis of the organisational and professional
commitment scale

Initial Statistics
Plot

Rotated Factor Varlmax
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• Initial Statistics of organisational commitment scale

Allen & Meyer's (1990) Scale Eigen Pct of Cum
Var Pct

I would be very happy to spend the rest of my career with this firm. 6.41 26.7 26.7

I enjoy discussing my firm with people outside it. 3.88 16.2 42.9

I really leel as il this firm's problems are my own. 2.02 8.4 51.3

I think that I could easily become as attached to another firm as I am to this one. 1.11 4.6 55.9

I did not feel like 'part of the family' at my firm. .94 3.9 59.9

I do not feel 'emotionally attached' to this firm. .93 3.9 63.8

This firm has a great deal of personal meaning for me. .89 3.7 67.4

I do not feel a strong sense of belonging to my firm. .76 3.2 70.6

I am not afraid of what might happen if I quit my job without having another one .72 3.0 73.6
lined up.

It would be very hard for me to leave my firm right now, even if I wanted to. .68 2.8 76.4

Too much in my life would be disrupted if I decided I wanted to leave my firm now. .62 2.6 79.0

It wouldn't be too costly for me to leave my firm now. .58 2.4 81.4

Right now. staying with my firm is a matter of necessity as much as desire. .54 2.2 83.7

I feel that I have too few options to consider leaving this firm. .52 2.2 85.S

One 01 the lew serious consequences of leaving this firm would be the scarcity of .48 2.0 87.8
available altematives.

One 01 the major reasons I continue to work for this firm is that leaving would .46 1.9 89.7
require considerable personal sacrifice-another firm may not match the overall
benefits I have here.

I think that people these days move from firm to firm too often. .40 1.7 91.4

I do not believe that a person must always be loyal to his or her organization. .40 1.7 93.1

Jumping lrom firm to firm does not seem at all unethical to me. .35 1.5 94.5

One 01 the major reasons I continue to work for this firm is that I believe that .34 1.4 96.0
loyalty is important and therelore leel a sense of moral obligation to remain.

" I got another offer for a better job elsewhere I would not feel it was right to leave .29 1.2 97.2
my lirm.

I was taught to believe in the value of remaining loyal to one firm. .2S 1.2 98.3

Things were better in the days when people stayed with one lirm lor most of their .26 1.1 99.4
careers.

I do not think that wanting to be a 'company man' or 'company woman' is sensible .14 .6 100
anymore.



• Plot - Rotated Factor Analysis (Varlmax) of the organisational
commitment scale
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Factor Plot in Rotated Factor Space

00
0

&ca
o
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Factor 2 0.0
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o

Notes:

-.5

Factor 1

5 1.0
0.0 .

Factor 3

Item 'ccaze t ' - I enjoy discussing my firm with people outside it.

Item 'occ269' - It would be very hard for me to leave my firm right now,
even if I wanted to.

Item 'ocn176' - I think people these days move from firm to firm too often.
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• Rotated factor matrix (Varimax) of the organisational commitment scale

Allen. Meyer·s (1990) Scale F 1 F2 F3

I would be very happy to spend the rest of my career with this firm. .692

I enjoy discussing my firm with people outside it. .605

I really feel as if this firm's problems are my own. .744

I think thai I could easily become as attached to another firm as I am 10 this one. .414

I did not feel like 'part of the family' at my firm. .794

I do not feel 'emotionaly attached' to this firm. .852

This firm has a great deal of personal meaning for me. .765

I do not feel a strong sense of belonging to my firm. .773

I am not afraid of what might happen if I quit my job without having another one .313
lined up.

It would be very hard for me to leave my firm right now, even if I wanted 10. .741

Too much in my life would be disrupted if I decided I wanted 10 leave my firm now. .753

It wouldn't be too costly for me to leave my firm now. .420

Right now, staying with my firm is a matter of necessity as much as desire. .743

I feel that I have 100 few options 10 consider leaving this firm. .823

One 01 the few serious consequences of leaving this firm would be the scarcity of .683
available altematives.

One of the major reasons I continue to work for this firm is that leaving would .676
require considerable personal sacrifice-another firm may not match the overall
benefits I have here.

I think that people these days move from firm to firm too often. .682

I do not believe that a person must always be loyal to his or her organization. .541

Jumping from firm to firm does not seem at aH unethical to me. .679

One of the major reasons I continue to work for this firm is that I believe that .593
loyalty is important and therelore feel a sense of moral obligation to remain.

If I gOI another offer for a better job elsewhere I would not leel it was right 10 leave .530
my firm.

I was taught to believe in the value of remaining Ioyallo one firm. .719

Things were better in the days when people stayed with one firm for most of their .760
careers.

I do nol think that wanting to be a 'company man' or 'company woman' is sensible .526
anymore.
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·Initial statistics of professional commitment scale

Meyer, Allen and Smith's (1993) Scale Eigen Pet of Cum
V.r Pet

The solicitor's profession is important to my seH-image. 4.3 23.9 23.9

I regret having entered the profession. 3.08 17.1 41.0

I am proud to be in the profession. 2.11 11.7 52.8

I dislike being a solicitor. 1.09 6.1 58.8

I do not identify with the profession. .98 5.5 64.3

I am enthusiastic about the profession. .84 4.6 68.9

I have put too much into this profession to considerer changing .75 4.2 73.1
now.

Changing professions now would be difficult for me to do. .68 3.8 76.8

Too much of my life would be disrupted if I were to change my .64 3.6 80.4
profession.

It would be costly for me to change my profession now. .55 3.1 83.5

There are no pressures to keep me from changing professions. .48 2.6 86.1

Changing professions now would require considerable personal .46 2.5 88.7
sacrifice.

I believe people who have been trained in a profession have a .42 2.3 91.0
responsibility to stay in that profession for a reasonable period of
time.

I do not feel any obligation to remain in the solicitor's profession. .40 2.2 93.2

I feel a responsibility to the solicitor's profession to continue in it. .37 2.1 95.3

Even if it were to my advantage, I do not feel that it would be .32 1.8 97.1
right to leave this profession now.

I would feel guilty if I left this profession. .31 1.7 98.8

I am in this profession because of a sense of loyalty to it. .21 1.2 100



• Plot - Factor Analysis (Varimax) of professional commitment

Factor Plot in Rotated Factor Space

• J);n~26
poe118.. . .. .

.5
Factor 2 0.0
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Factor 1

5 1.0
0.0 .

Factor 3

Notes:

Item 'pca213' - I regret having entered the profession.

Item 'pcct ta ' - I have put too much into this profession to considerer
changing now.

Item 'pcnazs ' - I feel a responsibility to the solicitor's profession to
continue in it.
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• Rotated factor matrix (Vartmax) of the professional commitment scale

Meyer, Allen and Smith's (1993) Scale F 1 F2 F3

The solicitor's profession is important to my self-image. .419

I regret having entered the profession. .709

I am proud to be in the profession. .759

I dislike being a solicitor. .780

I do not identify with the profession. .748

I am enthusiastic about the profession. .779

I have put too much into this profession to considerer changing .685
now.

Changing professions now would be difficult for me to do. .833

Too much of my life would be disrupted if I were to change my .852
profession.

It would be costly for me to change my profession now. .774

There are no pressures to keep me from changing professions. .452

Changing protesslons now would require considerable personal .718
sacrifice.

I believe people who have been trained in a profession have a .542
responsibility to stay in that profession for a reasonable period of
time.

I do not feel any obligation to remain in the solicitor's profession. .524

I feel a responsibility to the solicitor's profession to continue in it. .754

Even if it were to my advantage, I do not feel that it would be .746
right to leave this profession now.

I would feel guilty if I left this profession. .745

I am in this profession because of a sense of loyalty to it. .729



Appendix 4.12

Pearson's correlation coefficients
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Appendix 4.12·
Product moment correlation of organisational commitment

subscales and affective commitment single-Item

Affective
Organisational
Commitment

Item 1 • I would be very happy to
spend the rest of my career with this

firm.

Affective
Organisational
Commitment

1.000

Item 1 0.7544*

0.1130

1.000

.0495Continuance
Organlsatlona'
Commitment

Normative
Organlsatlona'
Commitment

0.5253* 0.4422*

* p < 0.001

Appendix 4.12b
Product moment correlation of organisational commitment

subscales and continuance commitment single-Item

Continuance
Organlsatlona'
Commitment

Item 6 • I feel that I have too few
options to consider leaving this firm.

Continuance
Organisational
Commitment

Item 6

1.000

Normative
Organisational
Commitment

Affective
Organisational
Commitment

0.7857*

0.0423

1.000

.0249

-0.1130 -0.1517

* p < 0.001
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Appendix 4.12c
Product moment correlations of organisational commitment

subscales and normative commitment single-item

Normative
OrganlNtlonai
Commitment

Item 8 - I do not think that wanting to
be a 'company man' or a company

woman' la aenslble anymore.

Normative
Organisational
Commitment

1.000

Item 8 0.5895*

0.5253*

1.000

0.3624*Affective
Organlaatlonal
Commitment

Continuance
Organlaatlona'
Commitment

0.0423 -0.0576

* p < 0.001

Appendix 4.12d
Product moment correlation of professional commitment

subscales and affective commitment single-item

Affective
Professlona'
Commitment

Item 3 -I am proud to be In the
profesalon.

Affective
Professional
Commitment

Item 3

1.000

Continuance
Professional
Commitment

Normative
Professional
Commitment

0.7355*

0.0927

1.000

.0487

0.3307* 0.1984

* p < 0.001
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Appendix 4.12·
Product moment correlation of professional commitment

subscales and continuance commitment single-item

Continuance
Professional
Commitment

Item 3 - Too much of my life would be
disrupted If I were to change my

profession.

Continuance
Professional
Commitment

1.000

Item 3 0.8456*

0.1803*

1.000

0.2243*Normative
Professional
Commitment

Affective
Professional
Commitment

0.0927 0.1207

* p < 0.001

Appendix 4.12f
Product moment correlations of professional commitment

subscales and normative commitment single-Item

Normative
Professional
Commitment

Item 2 • I do not feel any obligation to
remain In the solicitors' profession.

Normative
Professional
Commitment

1.000

Item 2 0.6498*

0.3307*

1.000

0.2459*Affective
Professional
Commitment

Continuance
Professional
Commitment

0.1803* 0.0763

* p < 0.001
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Appendix 4.1211
Product moment correlations of commitment and Job involvement

Job Involvement

Professional Commibnent 0.2680*

Affective
Continuance
Nonnative

Organisational Commitment

Affective
Continuance
Nonnative

0.3418*
0.0954
0.1323

0.3947*

0.4820*
-0.0397
0.3032*

,. p < 0.001
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Normal Probability Plots



• Organisational Commitment
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Appendix 5.1
Means and standard deviation of measurement variables

Early Career Mid Career Late Career
Stage Stage Stage

Organisational
Commitment

mean 3.52 4.10 4.57
st deviation .75 .81 .85

n 119 147 99

Professional Commitment
mean

st deviation 3.77 3.96 4.46
n .75 .74 .83

124 149 100

Job Involvement
mean

st deviation 3.60 4.20 4.28
n 1.17 1.10 1.23

129 158 113

Sense of calling to the
field and autonomy

mean 2.89 3.07 3.30
st deviation .33 .31 .38

n 107 123 79

Normative work values
mean 2.68 2.62 3.03

st deviation .71 .83 .91
n 128 152 111

Calculative work values
mean 2.69 2.38 2.28

st deviation .83 .85 .97
n 130 155 112
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Appendix 5.2
Means and standard deviation of measurement variables

(subscales)

Early Career Mid Career Late Career
Stage Stage Stage

Affective Organisational
Commitment

mean 4.08 4.90 5.40
st deviation 1.41 1.38 1.37

n 127 151 109

Continuance
Organisational
Commitment

mean 3.56 4.01 3.90
st deviation 1.10 1.41 1.65

n 127 153 109

Normative Organisational
Commitment

mean 2.92 3.41 4.38
st deviation .94 1.19 1.19

n 125 152 105

Affective Professional
Commitment

mean 5.09 5.23 5.69
st deviation 1.11 1.01 1.09

n 127 156 107

Continuance Professional
Commitment

mean 4.27 4.81 4.98
st deviation 1.37 1.39 1.32

n 128 158 110

Normative Professional
Commitment

mean 1.97 1.87 2.72
st deviation .87 .93 1.32

n 126 151 110
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Appendix 5.3
Means and standard deviation of measurement variables

(by gender)

Early

Male

Mid Late Early

Female

Mid Late

Organ isational
Commitment

mean 3.60 4.22 4.60 3.33 3.83 4.23
st deviation .73 .73 .83 .76 .90 1.01

n 81 99 91 38 48 8

Professional
Commitment

mean 3.82 4.01 4.47 3.66 3.84 4.43
st deviation .71 .72 .83 .84 .77 .95

n 89 104 91 35 45 9

Job
Involvement

mean 3.62 4.15 4.33 3.53 4.31 3.71
st deviation 1.13 1.06 1.16 1.27 1.19 1.86

n 90 108 104 39 50 9

Call profession
& autonomy

mean
st deviation

n 2.89 3.08 3.31 2.89 3.04 3.04
.31 .32 .39 .37 .31 .16
76 84 76 31 39 3

Normative
work values

mean 2.64 2.62 3.02 2.80 2.62 3.17
st deviation .70 .85 .91 .72 .79 .94

n 89 103 102 39 49 9

Calculative
work values

mean 2.77 2.49 2.25 2.50 2.16 2.53
st deviation .89 .86 .97 .64 .74 .96

n 91 106 103 39 49 9
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Appendix 5.4
Oneway A.N.O. V.A. of organisational and professional

commitment by age

Individual's Life
Structure Organisational Professional

BuildlnglTransltlon Commitment Commitment
Periods

1 Early Adulthood 3.27 3.69
(22-28) (n=51) (n=53)

2 Thirties Transition 3.64 3.83
(28-33) (n=57) (n=64)

3 Setllng Down 3.98 3.90
(33-40) (n=78) (n=81)

4 Midllfe transition 4.21 4.04
(40-45) (n=61) (n=60)

5 Middle Adulthood 4.38 4.26
(45-55) (n=68) (n=65)

6 Late Adulthood 4.67 4.49
(~55) (n=50) (n=54)

FR.tlo 22.08 8.30
FProb .0000 .0000

1<2· 1<2
1<3" 1<3
1<4" 1<4"
1<5" 1<5"
1<6· 1<6"
2<3" 2<3
2<4" 2<4

Duncan's Test 2<5" 2<5"
2<6" 2<6"
3<4 3<4
3<5" 3<5"
3<6" 3<6"
4<5 4<5
4<6" 4<6"
5<6 5<6

• Denotes pairs of groups significantly different at the 0.05 level.
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Appendix 5.5
Oneway A.N.O.V.A. ,of organisational commitment subscales

by age

Individual's Life Affective Continuance Normlltlve
Structure

Building! Transition
Periods

1 Early Adulthood 3.71 3.36 2.79
(22-28) (n=54) (n=55) (n=54)

2 Thirties Transition 4.32 3.69 2.90
(28-33) (n=62) (n=61) (n=60)

3 Setllng Down 4.72 4.00 3.27
(33-40) (n=80) (n=82) (n= 81)

4 Mldllfe Transition 5.01 4.15 3.50
(40-45) (n=63) (n=63) (n= 63)

5 Middle Adulthood 5.22 3.95 4.05
(45-55) (n=70) (n=71) (n=70)

6 Late Adulthood 5.55 3.70 4.59
(~55) (n=58) (n=57) (n=54)

F Ratio 13.48 2.49 23.00
FProb .0000 .0307 .0000

1<2* 1<2 1<2
1<3* 1<3* 1<3*
1<4* 1<4* 1<4*
1<5* 1<5* 1<5*
1<6* 1<6 1<6*

Duncan's Test 2<3 2<3 2<3*
2<4* 2<4 2<4*
2<5* 2<5 2<5*
2<6* 2<6 2<6*
3<4 3<4 3<4
3<5* 3>5 3<5*
3<6* 3>6 3<6*
4<5 4>5 4<5'
4<6* 4>6 4<6*
5<6 5>6 5<6*

* Denotes pairs of groups significantly different at the 0.05 level.



236

Appendix 5.6
Oneway A.N.O.V.A. professional commitment subscales

by age

Individual's Life
Structure Affective Continuance Normative

Building! Transition
Periods (years)

1 Early Adulthood 4.98 4.09 1.99
(22-28) (n=54) (n=55) (n=54)

2 Thirties Transition 5.17 4.38 1.98
(28-33) (n=62) (n=62) (n=60)

3 Setllng Down 5.17 4.73 1.86
(33-40) (n=83) (n=84) (n=82)

4 Mldllfe Transition 5.23 5.04 1.88
(40-45) (n=64) (n=65) (n=61)

5 Middle Adulthood 5.64 4.79 2.34
(45-55) (n=69) (n=72) (n=69)

6 Late Adulthood 5.66 4.97 2.89
(~55) (n=58) (n=58) (n=60)

FRat/o 4.20 4.13 9.02

FProb .00150 .0011 .0000

1<2 1<2 1>2
1<3 1<3" 1>3
1<4 1<4" 1<4
1<5" 1<5" 1<5
1<6" 1<6" 1<6"
2<3 2<3 2>3
2<4 2<4" 2<4

Duncan's Test 2<5" 2<5 2<5
2<6" 2<6" 2<6"
3<4 3<4 3<4
3<5" 3<5 3<5"
3<6" 3<6 3<6·
4<5" 4>5 4<5·
4<6" 4>6 4<6"
5<6 5<6 5<6*

* Denotes pairs of groups significantly different at the 0.05 level.
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Appendix 5.7
T-test of organisational commitment subscales by partners with

·senior' assistants

Affective Continuance Normative
Commibnent Commibnent Commitment

Partners 5.4 3.29 3.88
(n=209) (n=216) (n=213)

Senior 3.7 4.41 2.93
Assistants (n=37) (n=41) (n=34)

t-value 6.46 1.6 4.589
df 244 255 245
P .000 n.•. .000

p - observed significance level; n.s. - observed significance level greater than 0.1.

Appendix 5.8
T-test of professional commitment subscales by partners with

senior assistants

Affective Continuance Nonnative
Commibnent Commibnent Commitment

Partners 5.46 4.90 2.23
(n=209) (n=216) (n=213)

Senior 5.08 4.48 1.92
Assistants (n=37) (n=41 ) (n=34)

t-value 1.919 .08 2.011
df 244 255 245
P .05 n.s. .025

p - observed significance level; n.s. - observed significant level greater than 0.1.
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Appendix 5.9
T-test of affective commitment by career stage

1 2 3
Early Career Stage Mid Career Stage Late Career Stage

«34) (34-47) (~47)

(n=114) (n=110) (n=97)

Affective 4.02 4.90 5.49
Organisational
Commitment

Affective 5.09 5.30 5.66
Professional
Commitment

t-value 8.63 3.03 1.41
df 112 108 95
p .000 .000 n.•.

df - degrees of freedom; p - observed significance level; n.s. - observed significance level
greater than 0.1.

Appendix 5.10
T-test of continuance commitment by career stage

1 2 3
Early Career Stage Mid Career Stage Late Career Stage

«34) (34-47) (~47)

(n=116) (n=111) (n::101)

Continuance 3.58 4.05 3.77
Organisational
Commitment

Continuance 4.27 4.82 4.99
Professional
Commitment

t-value 6.14 6.18 9.48
df 114 109 99
p .000 .000 .000

df - degrees of freedom; p - observed significance level.
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Appendix 5.11
T-test of normative commitment by career stage

1 2 3
Early Career Stage Mid Career Stage Late Career Stage

«34) (34-47) (~47)

(n=111) (n=107) (n=98)

Normative 2.90 3.46 4.39
Organisational
Commitment

Normative 2.01 1.95 2.80
Professional
Commitment

t-value -9.09 -11.81 -10.56
df 109 105 96
p .000 .000 .000

df - degrees of freedom; p - observed significance level.

Appendix 5.12
T-Test of affective commitment subscales by age

1 2 3 4 5 6
Early Thirties SetUng MldUfe Middle Late

Adulthood Transition Down Transition Adulthood Adulthood
(22-28) (28-33) (33-40) (40-45) (45-55) (~55)

(n=52) (n=61) (n=79) (n=62) (n=66) (n=54)

Affective 3.63 4.30 4.71 5.00 5.27 5.58
Organisational
Commitment

Affective 4.98 5.19 5.21 5.20 5.61 5.65
Profesaional
Commitment

t - value 7.99 5.27 3.04 1.31 2.24 0.41
df 50 59 77 60 64 52
p .000 .000 .000 n.•. .01 n••.

df - degrees of freedom; p - observed significance level; n.s. - observed significance level
greater than 0.1
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Appendix 5.13
T-Test of continuance commitment subscale by age

1 2 3 4 5 6
Early Thlrtl.s S.tllng Mldllf. Mlddl. Lat.

Adulthood Transition Down Transition Adulthood Adulthood
(22-28) (28-33) (33-40) (40-45) (45-55) (~55)

(n=54) (n=60) (n=82) (n=63) (n=70) (n=55)

Contlnu.nce 3.40 3.71 4.00 4.15 3.91 3.75Or9llnl •• Uonel
Commlment

Continuance 4.09 4.41 4.78 5.01 4.78 5.02
Profe•• lonel
Commlment

t-value 3.96 4.51 5.60 6.27 4.87 6.59
df 52 58 80 61 68 53
p .000 .000 .000 .000 .000 .000

df - degrees of freedom; p - observed significance level

Appendix 5.14
T-Test of normative commitment subscale by age

1 2 3 4 5 6
Early Thirties Setllng Mldllfe Middle Late

Adulthood Transition Down Transition Adulthood Adulthood
(22-28) (28-33) (33-40) (40-45) (45-55) (~55)

(n=53) (n=57) (n=79) (n=59) (n=66) (n=54)

Normative 2.79 2.89 3.27 3.48 4.03 4.59
Or9llnl •• Uonel
Commitment

Norm.Uve 2.01 2.01 1.85 1.90 2.34 2.98
Profe.. lonel
Commllmeni

t-value -6.55 -6.51 -9.55 -9.31 -11.06 -7.16
df 51 55 77 57 64 52
p .000 .000 .000 .000 .000 .000

df - degrees of freedom; p - observed significance level
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Appendix 5.15
Oneway A.N.O. V.A. of sense of calling to the field, autonomy and

job Involvement by age

Individual's Life Sense of Job
Structure Calling to Autonomy Involvement

Building! Transition the Field
Periods

1 Early Adulthood 2.45 2.93 3.30
(22-28) (n=52 (n=53 (n=56)

2 Thirties Transition 2.56 3.21 3.83
(28-33) (n=56 (n=57) (n=62)

3 Setllng Down 2.48 4.03 4.16
(33-40) (n=80) (n=75) (n=84)

4 Midllfe Transition 2.59 3.94 4.12
(40-45) (n=53) (n=54) (n=65)

5 Middle Adulthood 3.06 4.15 4.21
(45-55) (n=64) (n=62) (n=71)

6 Late Adulthood 3.14 3.89 4.40
(~55) (n=52) (n=46) (n=62)

FRstlo 11.61 25.00 6.70
RProb .0000 .0000 .0000

1<2 1<2· 1<2"
1<3 1<3· 1<3·
1<4 1<4" 1<4·
1<5" 1<5" 1<5"
1<6" 1<6· 1<6"
2>3 2<3" 2<3

Duncan's Test 2<4 2<4" 2<4
2<5" 2<5" 2<5
2<6" 2<6· 2<6"
3<4 3>4 3<4
3<5" 3<5 3<5
3<6" 3>6 3<6
4<5" 4<5 4<5
4<6" 4<6 4<6
5<6 5>6 5<6

" Denotes pairs of groups significantly different at the 0.05 level.
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Appendix 5.16
Oneway A.N.O. V.A. of work values orientation by age

Individual '. Life Work Values Orientation
Structure

Bulldlng/Transltlon
Calculative NormativePeriods

1 Early Adulthood 2.76 2.69
(22-28) (n=56) (n=55)

2 Thirties Transition 2.65 2.66
(28-33) (n=63) (n=62)

3 Setllng Down 2.37 2.73
(33-40) (n=82) (n=81)

4 Midllfe transition 2.50 2.51
(40-45) (n=65) (n=63)

5 Middle Adulthood 2.36 3.00
(45-55) (n=72) (n=70)

6 Late Adulthood 2.124 2.95
(~55) (n=59) (n=60)

FRaUo 3.88 3.338
FProb .0020 .0052

1>2 1>2
1>3· 1<3
1>4 1>4
1>5· 1<5·
1>6· 1<6
2>3 2<3

Duncan's Test
2>4 2>4
2>5 2<5·
2>6· 2<6
3<4 3>4
3>5 3<5
3>6 3<6
4>5 4<5·
4>6 4<6·
5>6 5>6

* Denotes pairs of groups significantly different at the 0.05 level.
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Appendix 5.17
T-Test of work values orientation by different age groups

1 2 3 4 5 6
Early Thirties Setllng Mldllfe Middle Late

Adulthood Transition Down Transition Adulthood Adulthood
(22-28) (28-33) (33-40) (40-45) (45-55) (~55)

(n=54) (n=56) (n=55) (n=47) (n=63) (n=57)

Calculative 2.75 2.60 2.40 2.47 2.40 2.14
Work
Values

Normative 2.68 2.61 2.71 2.52 3.04 2.93
Work
Values

t-value .40 -.08 -2.29 -.30 -3.83 -3.63

df 52 54 53 45 61 55

p n.s. n.s. .026 n.s. .000 .001

df - degrees of freedom. n.s. - observed significant level greater than 0.1.
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