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Abstract

Corporate culture is a critical factor in enhancing the attainment of organizational goals and objectives. This
study examined the impact of four corporate cultural variables namely, involvement, consistency, adaptability,
and mission on employee commitment to the organization. Data was collected from 134 employees of 18
selected SMEs in Makurdi metropolis. Data was collected through the use of standardized questionnaires
measuring corporate culture and organizational commitment. Analysis of data was done using pearson
correlation coefficient, regression analysis, independent T-test and ANOVA. The study found that involvement
and adaptability significantly correlated with commitment, while consistency and mission did not correlate with
commitment. The implications of the findings were discussed and recommendations made.
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1. Introduction

Organizational commitment which is defined as the degree to which an employee identifies with the organization
and wants to continue actively participating in it (Newstrom and Davies, 2002) is an interesting topic in the field
of organizational behaviour. The interest in this topic is due to the fact that employee commitment is vital to
contemporary organizational success (Pfeffer, 1998). The stronger an employee’s commitment to the
organization, the less likely the person is to quit (Guest, 1991; Shore and Martin, 1989). Strong commitment is
also correlated with organizational citizenship (Handsoff, 1994; Shore and Wayne, 1993), job satisfaction (Anis
et al. 2011; Sharma and Bajpai, 2010), job performance (Bergman et al., 2000; Mathieu and Zajac, 1990; Samad,
2007; Ward and Davis, 1995; Yousef, 2000) and employee retention (Anis et al. 2011).

As a result of the importance of organizational commitment, several studies (Allen and Meyer, 1990; Chen et al.,
2006; Clugston, 2000; DeCottis and Summers, 1987; Iverson and Roy, 1994; Lok and Crawford, 2001; Khan et
al., 2011; Michaels, 1994; Salami, 2008; Steinhaus and Perry; Taormina, 1999) have sought to identify its causal
antecedents. However, corporate culture has received relatively low levels of empirical investigation among the
possible antecedents of organizational commitment (Lok and Crawford, 2004). The authors (Lok and Crawford)
expressed their surprise that corporate culture was not mentioned in Mathieu and Zajac’s (1990) comprehensive
meta-analysis and review of the antecedents and correlates of organizational commitment.

Corporate culture affects the way in which people behave in an organization. Corporate culture can be viewed as
the unique pattern of shared values, attitudes, rituals, beliefs, norms, expectations, socialization, and assumptions
of employees in the organization (Armstrong, 2009; Chatman and Caldwell, 1991; Eldridge and Crombie, 1974;
Furnham and Gunter, 1993; Schein, 1992). Corporate culture is therefore equated with the personality of the
organization, depicting employee behaviour even when they are not instructed on what to do (Hellriegel et al.
2004).

Research evidence (Clugston, 2000; Deal and Kennedy, 1982; Denison, 1984; Denison, 1990; Kotter and
Heskett, 1992; Peters and Watermann, 1982; Rowe et al., 1992; Wasti, 2003) suggests that corporate culture
exerts a considerable influence on organizational behaviour, especially in the areas of efficiency, effectiveness,
and commitment. This means that by developing an appropriate corporate culture, organizations can achieve
success. There is therefore the need to study the influence of corporate culture on employee commitment to the
organization.
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It is assumed that corporate culture influences employees’ sense of engagement, identification and belonging to
the organization. Lok and Crawford (2004) observed that such sentiments might reasonably be expected to affect
commitment. Due to the dearth of research on organizational commitment in Nigeria (Salami, 2008) and the lack
of adequate research attention given to the effect of corporate culture on organizational commitment globally as
evidenced in previous research, there exists a huge research gap that this study intends to fill.

The study is significant for a rapidly developing country such as Nigeria as there is great need to understand how
corporate culture influences employee attitude of commitment to the organization. This could lead to
improvements in workplaces to help employees become more committed to their jobs. Theoretically, it is
imperative to enhance our understanding of how corporate culture affects organizational commitment in a
non-western country. Finally, the study will help managers in decision making especially in the areas of
recruitment, selection, promotion, training, motivation, and instituting change in the organization.

2. Corporate Culture and Organizational Commitment

The effectiveness of an organization is influenced by corporate culture, which affects the way managerial
functions of planning, organizing, staffing, leading, and controlling are carried out (Ikyanyon and Gundu, 2009).
Organizational commitment is viewed as the psychological strength of an employee’s attachment and
involvement with the organization (Mowday et al., 1979). A committed employee is determined to stay with the
organization irrespective of whether the organization is in a favourable or unfavourable state (Allen and Meyer,
1990). Corporate culture is pervasive and powerful as it either encourages or hampers change in the organization.
For employees, corporate culture is either the glue that binds employees to the organization or the wind that
blows them away.

Corporate culture is important in enhancing organizations’ key capabilities and how they function (Chen, 2004;
Nazir, 2005; O’Reilly, 1989; Silverthorne, 2004). Culture is also essential in determining how well an employee
fits into the organizational context. Meanwhile, the importance of a good fit between an employee and the
organization cannot be overemphasized (O’Reilly et al., 1991). Deal and Kennedy (1982) argue that corporate
culture affects the commitment of employees within the organization and the strength of organizational
commitment is correlated with the strength of corporate culture. A strong corporate culture enables employees
understand the goals of the organization, and as they work towards organizational goals, their level of
commitment increases.

Corporate culture is vital in developing and sustaining employee commitment and intensity levels that is often
characteristic of successful organizations (Deal and Kennedy, 1982; Silverthorne, 2004). In addition, shared
values which are an aspect of corporate culture enhance employees’ identification and attachment to the
organization (Sathe, 1983). This clearly shows that employees elect to be committed to organizations whose
values they share (Bretz and Judge, 1994; Nazir, 2005). Similarly, Deal and Kennedy (1988) state that symbols
are important in achieving organizational commitment.

Although empirical research has been carried out on corporate culture and employee commitment to the
organization, there has been little evidence to prove the effect of corporate culture on organizational commitment
(McKinon et al., 2003). In a study of Hong Kong and Australian managers, Lok and Crawford (2004) found a
positive effect of corporate culture on organizational commitment. Zain et al. (2009) examined the effect of four
dimensions of corporate culture namely teamwork, communication, reward and recognition, and training and
development on organizational commitment and found that all the four dimensions of corporate culture were
important determinants of organizational commitment. While Mahmudah (2012) report a significant relationship
between corporate culture and organizational commitment, research by Lahiry (1994) showed only a weak
association between corporate culture and organizational commitment. This study seeks to further examine this
relationship with particular reference to the Nigerian work environment.

3. Measures and Hypotheses

The measures for this study are corporate culture and organizational commitment. The study seeks to examine
the relationship between the two variables, with corporate culture viewed as the independent variable while
organizational commitment is viewed as the dependent variable.

3.1 Corporate Culture

The definition of corporate culture, initially focused on distinguishing levels of corporate culture and classifying
culture as strong or weak cultures (Handy, 1976; Peters and Waterman, 1982). Many definitions of corporate
culture gave primacy to the cognitive components such as assumptions, beliefs, and values (Denison, 1990;
Handy, 1993; Mclean and Marshal, 1993). Other definitions include behaviours and artifacts, leading to a
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common distinction between the visible and the hidden levels of corporate culture (Schein, 1985).

There are two perspectives in understanding corporate culture, the symbolic interactionist perspective (Blumer,
1969; Coolgy, 1922; Mead, 1934) and the social — anthropological perspective (Kluckhohn, 1951). The symbolic
interactionist perspective view the exchange of symbols as the basis for the shared meaning for a group of social
actors. Recognizing and using these symbols entails developing a ‘self’ defined in terms of culturally specified
symbols. Stemming from this perspective myths (Eliade, 1959), archetypes (Mitroft, 1984), and stories and
ideologies (Starbuck, 1982) are often useful in explaining objectively organizational features as they embody and
articulate the identity of organizational members. The social anthropological perspective view culture as socially
constructed. The two perspectives have taken a contingency approach (Lawrence and Lorch, 1967) that argue
that different environmental conditions give rise to and are consistent with different patterns of behaviour and
cultures within organizations.

Corporate culture measures have been validated as involvement, consistency, adaptability and mission traits
(Coftey, 2003; Denison 1990; Fey and Denison, 2003; Miller, 2004). Involvement trait measures the extent to
which the participation of employees in decision making results to a consensus of responsibility and commitment
to organizational goals. Consistency trait measures how employees shared values, beliefs and symbols result to
coordinated actions. Adaptability trait measures how organizations system of behaviours and structures increase
their capacity to survive in their environment. Shared mission trait measures how employees shared
understanding of the function, purpose and objectives of organizations result to corporate commitment and
effective performance. Corporate culture will be measured in this study using the four corporate cultural traits.

3.2 Organizational Commitment

Organizational commitment remains a contested construct that has been conceptualized and measured differently.
It is viewed from behavioural and attitudinal perspectives (Lok and Crawford, 2004). Behavioural commitment
is concerned with the process by which an employee becomes part of a particular organization and appropriate
behaviour exhibited by the employee (Meyer and Allen, 1991). On the other hand, attitudinal commitment views
organizational commitment in terms of the relationship between an employee and the organization, and the
extent to which the employee and the organization share the same goals and values (Meyer and Allen, 1991).

Despite the dichotomy between behavioural and attitudinal commitment, measures on the basis of attitudinal
perspective have been most frequently validated and used in previous research (Lok and Crawford, 2004; Meyer
and Allen, 1997; Price and Mueller, 1981; Steers, 1977). Based on attitudinal commitment, Mowday et al. (1979)
define organizational commitment as the relative strength of an individual’s identification with, and involvement
in a particular organization. This can be characterized by three related factors: a strong belief in and acceptance
of the organization’s goals and values; a willingness to exert considerable effort on behalf of the organization;
and a strong desire to maintain membership in the organization. Lok and Crawford (2004) argue that Mowday et
al.’s (1982) conceptualization of organizational commitment is consistent with the attitudinal perspective. This
conceptualization is measured via Mowday et al.’s (1979) organizational commitment questionnaire (OCQ)
which will be used in this study.

Based on the measures of the study, the following hypotheses were formulated and tested.

HI: There is no significant relationship between employees’ involvement in decision making and employees’
commitment to the organization.

H2: There is no significant relationship between consistency and employees’ commitment to the organization.

H3: There is no significant relationship between organizations ability to adapt to their environment and
employees’ commitment to the organization.

H4: There is no significant relationship between employees’ identification with organizational mission and
employees’ commitment to the organization.

4. Participants and Methods

The study adopted the survey research design since data were collected from the respondents without imposing
any treatment on them. The participants for the study were made up of 134 employees from 18 selected small
and medium scale enterprises (SMEs) in Makurdi metropolis. The SMEs selected for the study cut across
different industries, ranging from agro-allied to food and beverages industries. The small enterprise is an
establishment with the total cost of capital of over One Million, Five Hundred Thousand Naira ($9375) but not
more than Fifty Million Naira ($312500), excluding the cost of land and a labour size of 10 to 100 workers,
while a medium enterprise is a business with a total capital base of above Fifty Million Naira ($9375) but not
exceeding Two Hundred Million Naira ($125000), but excluding land and labour size of 100 to 300 workers
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(Kpelai, 2009). However, Ekpenyong and Nyong (1992) observed that in Nigeria, there is no clear cut definition
that distinguishes small enterprises from medium enterprises. This is because of the fluid nature that reflects the
characteristics of typical Nigerian small enterprises in terms of their capital base, number of employees and
annual turnovers.

In order to enhance ethical standards in research, participation in the study was voluntarily, with the purpose of
the study made known to participants. The SMEs sector was considered appropriate for the study due to its
importance to the industrialization of the Nigerian economy. It is hoped that if SMEs maintain a positive
corporate culture that will elicit employee commitment, they will be better placed to contribute to the attainment
of vision 20:2020 of the federal government of Nigeria. By vision 20:2020, Nigeria hopes to be among the top
20 economies of the world by the year 2020. The performance of SMEs is therefore key to attaining this vision.

Out of the 134 participants for the study, 50.8% were male while 49.2% were female. The highest educational
qualification of most of the respondents (53%) was the senior secondary certificate examination (SSCE). This is
not surprising since most SMEs in Nigeria employ mostly unskilled labour due to the cheapness of this category
of workforce. In the same vein, majority of the participants (60.3%) were junior staff in their organizations. Most
of them (69.4%) had working experience of between 1 to 5 years with their organizations and were not married
(58.2%), while majority of them (37.3%) were between the ages 18 and 25 years.

5. Instrumentation

Data was collected for this study with the use of standardized questionnaires. Corporate culture was measured
using some items adapted from the Denison organizational culture survey (Denison, 1990). The instrument has
four sub scales measuring the four main cultural traits namely, involvement, consistency, adaptability, and
mission. The reliability coefficients of the sub scales were .877, .889, .874, and .864 respectively. The instrument
has been used with success among Nigerian samples (Nongo, 2011).

Organizational commitment was measured using Mowday et al.’s (1979) organizational commitment
questionnaire (OCQ). The instrument contains 15 items that measure the employees’ level of identification with
their organizations on a 7-point Likert type scale anchored from 1-strongly disagree to 7- strongly agree. Results
are then summed and divided by 15 to arrive at a summary indicator of employee commitment. The OCQ has
wide acceptance in organizational behaviour research (Benkhoff, 1997; Mowday, 1999; Samad, 2011; Shore and
Martin, 1989) and has been used with success among Nigerian samples (Salami, 2008). The reliability
coefficient of the instrument was .849.

Data was also collected on the demographic characteristics of respondents such as sex, education, job level,
experience, marital status, and age. This was to enable us assess the influence of demography on the variables
studied. Pearson product moment correlation coefficient, regression, independent sample T-test, and ANOVA
were the tools for data analysis.

6. Results

The result of the Pearson correlation between independent variables (involvement, consistency, adaptability, and
mission) and the dependent variable (employee commitment) presented in table 1 shows a significant and
positive relationship between involvement and commitment (» = .179, p < .05). The relationship between
consistency and commitment was however not significant but positive (» = .050, p > .05). There was a significant
and positive relationship between adaptability and commitment (» = .233, p < .01), while the relationship
between mission and commitment was not significant and negative (» = - 050, p > .05).

Table 1. Correlation matrix

Variables 1 2 3 4 5 6 7 8 9 10
1 Involvement
2 Consistency .065
3 Adaptability 152 .193%*
4  Mission 320%*  180*  -.187*
5 Sex -.105 .090 -.030 .040
6 Education 156 -.036 -032  -.022 -.180*
7 Job Level -.139  234%* .077 049  175*%  -.635%*
8 Experience 103 -264%*  -.062 008  -170  .265%*  -590%*
9 Marital Status  -.041 -.015 .049 .019 .045 114 - 118 275%*
10 Age -.045 -.003 068  -.048 -.098 204% - 227%%  259%* 601 **

11 Commitment .179  .050  232** -0.50 .040  -083  .066  .095 .229** 109
N = 134, *p < .05 (2-tailed), **p < .01 (2-tailed)
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The regression analysis was used to further analyze the relationship between the variables. The result indicates a
significant relationship between involvement and commitment (R2 =.032, Fy, 130 = 4.308, p < .05). As usual, the
relationship between consistency and commitment was not significant (R2 =.003, F| 129 = .326, p > .05). While
the relationship between adaptability and commitment was significant (R2 = .054, F, 124 = 7.084), the
relationship between mission and commitment was not significant (RZ =.003, Fy 124 =315, p>.05).

The beta values for the corporate cultural variables predicting employee commitment indicate that adaptability
predicted commitment among the respondents studied more than any other corporate cultural variable (f = .305).
This was followed by involvement (8 =.133), mission (B =.037), and consistency ( = - .022).

The influence of the demographic variables was not much on both the independent and dependent variables.
There was a significant and positive relationship between marital status and commitment (» = .229, p < .01), with
the married respondents demonstrating more commitment (Mean = 54.82, t = -2.635, p < .01). The relationship
between job level and consistency was also significant and positive (» = .234, p < .01). The middle management
employees rated higher for consistency (Mean = 31.94, F, 127 = 4.336, p < .05). The relationship between
experience and consistency was significant but negative (» = -.264, p <.01), with consistency negatively affected
most by employees with 1-5 years of working experience (Mean = 35.28, F4 125 = 2.616, p < .05). The other
demographic characteristics of respondents did not influence the variables studied.

7. Implications

The study found a significant and positive relationship between involvement and commitment. This means that
employees are committed to their organizations when they are involved in decision making. The key success
factors for organizations today are employee empowerment, teamwork, and employee development. These
enable managers and employees more committed to work and feel that they own a piece of the organization.
People at all levels feel that they have at least some inputs into decisions that will affect their work and that their
work is directly connected to the goals of the organization.

There was no significant relationship between consistency and commitment. As much as organizations try to
maintain a strong culture by being highly consistent, well coordinated, and well integrated, this does not impact
significantly on the level of employee commitment. Employees prefer to be given the freedom to do the job
rather than being compelled to do it in a rigid manner. The key success factor for organizations today is
flexibility rather than consistency. While organizations need to maintain a strong corporate culture, they need to
be flexible.

Furthermore, the positive relationship between adaptability and employee commitment has been well established
in this research. Adaptability predicts employee commitment more than any other corporate cultural variables.
Employees are more committed to organizations that adapt to changing circumstances.

The study however found no significant relationship between mission and commitment. This means that
employees’ identification with the purpose, mission, and goals of the organization does not elicit commitment to
the organization. Ironically, most employees of SMEs in Nigeria are not concerned with the mission of their
organization but are concerned with where they can work and earn a living, irrespective of what the organization
stands for. Moreover, most SMEs do not clearly define the mission of the organization, which makes employees
unaware of the future direction of the organization.

The influence of demographic characteristics on the study variables needs to be discussed. While the influence
was not much, the issue that stands out is the significant relationship between marital status and commitment.
Married employees are more committed to their organizations because of the family responsibilities they
shoulder. As a result, they become more committed to the organization not necessarily because they cherish the
organization but because they need to earn money to cater for their family.

8. Conclusion

Employees’ involvement in decision making as well as the organization’s ability to adapt to changing
circumstances impact positively on employee commitment to the organization. This is however not the case for
organizations that are consistent, as well as employees’ identification with the mission of the organization. We
therefore conclude that while corporate culture is important in improving the level of employee commitment to
the organization, not all corporate cultural measures impact on employee commitment.

We therefore recommend that managers of SMEs in Nigeria should as much as the context permit allow
employees to be actively involved in decision making in their organizations. This would spur employees’
commitment towards the attainment of corporate objectives. Secondly, managers of SMEs in Nigeria should
define the mission of their organization clearly and communicate same to employees at all times. As employees
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understand the goals of the organization and work towards their attainment, their level of commitment increases.
Also, managers of SMEs should encourage innovation and teamwork among employees. This will enable
employees adapt in an environment of change, thereby improving their level of commitment. Furthermore,
managers of SMEs in Nigeria should as much as possible encourage flexibility in the performance of tasks in the
organization. This will make the job more challenging for employees as this will enhance their commitment to
the organization. Finally, employees of SMEs in Nigeria should view their organization as their own and be more
committed to the success of their organization to enable the organization contribute to their personal success.
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