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Abstract

:

This study aims to provide critical managerial implications for human resource (HR) practitioners at private-sector organizations from an emerging economy perspective. The study helps to optimize organizational commitment in the assessment of work–life balance, person–job fit, work condition, and the mediation of job satisfaction. It also investigates the influence of certain demographic variables on organizational commitment. The population comprises employees working in private sector organizations across Pakistan. A total of 1100 survey questionnaires were sent to potential respondents; 843 responded, giving a response rate of 77%. SmartPLS 3 software and SPSS were used to perform structural equation modeling. The study revealed that work–life balance, person–job fit, and job satisfaction have a positive influence on organizational commitment. Job satisfaction intervenes complementarily with the relationship of work–life balance and person–job fit with organizational commitment, while full mediation of job satisfaction was found for work conditions. Age, female gender, experience with current employee, and total industry experience were positively related to organizational commitment. HR managers at private-sector organizations must strive to provide work–life balance, person–job fit, and better work conditions so that employees are optimally satisfied on the job and exercise strong affective organizational commitment.
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1. Introduction


Academicians have investigated the relationship between human resource management systems and organizational performance for over two decades now [1]. Talent mobility in the 21st century has reached unprecedented levels, as the workforce seeks constant gratification of their individual demands [2]. Therefore, retaining an employee that is not only skilled, but also maintains a work–life balance along with a perceived fit between self and organization, has become increasingly essential [2]. The current century is an era marked by greater levels of employee mobility, as they constantly seek higher gratification of their own objectives, hence making it imperative for the organization to strive harder to retain them not only as satisfied employees, but also as having a greater affective organizational commitment [2]. For the same reason, organizations continually strive to foster an encouraging climate to help employees maintain a work–life balance by providing positive work conditions and to endow adequate training to attain person–job fit [3].



The current study responds to the research by Mahmood et al. in 2019, which called for further investigating the area in the context of Eastern cultures and developing countries [1]. Therefore, in this study, the relationship of work–life balance, person–job fit, and work conditions is investigated in reference to affective organizational commitment. Furthermore, the mediating role of job satisfaction is also studied. These constructs are an essential part of human resource management systems, which are carefully designed to enhance employee participation and performance [4,5]. Higher levels of employee morale and performance ensured by human resource management will result in enhanced job satisfaction and greater affective organizational commitment, thereby achieving the ultimate purpose of a sustainable competitive advantage for the company [6,7]. This study attempts to build on previous research and provide a larger view of the phenomenon within the private sector from the emerging economy perspective.



Pakistan is among the emerging economies, and with the rising standards of development, the environment at the workplaces has increased in competition. Firms now require optimally qualified and highly skilled employees, as this determines the quality of organizational output and productivity [8]. On the other hand, these employees look for workplaces that offer them good work conditions, attractive remuneration, work–life balance, and person–job fit [9]. Retaining skilled employees has mostly been a dilemma for HR practitioners [10]. Furthermore, in the private sector, as appraisals are performance-based, dissimilarities subsist regarding salary structures, fringe benefits, work conditions, and recognition, which leads to changes in job satisfaction and affective organizational commitment [11]. These disparities are mainly due to the differences in the industry, the HR policies of the company, and the qualifications/skills of the employees [12]. The market setup of Pakistan is still unstructured, and therefore, private companies, both local and multinational, have to face innumerous impediments with issues such as job satisfaction and affective organizational commitment, resulting in rising frustration amongst employees [1].



The current study provides a fresh perspective in the field of HR and organizational behavior. Previous research conducted by Fabi et al. (2015) in Canada and another work conducted in Spain by Luna-Arocas and Camps (2008) tested the relationship between job satisfaction and affective organizational commitment, with a high power work system (HPWS) as antecedents [7,13]. The current study extends their work and investigates the influence of person–job fit, work conditions, and work–life balance as the antecedents for job satisfaction and affective organizational commitment.



There is a dominance of the U.S. paradigm in management research that generally endorses context-free knowledge [14]. They encourage Western-trained researchers to conduct HRM research in non-Western countries to address this imbalance. Brewster (2007) contends that a set of HR practices will work differently in dissimilar social settings because of contingency-oriented approaches [15]. Lane and Wood (2009) state that work practices differ at national and sectoral levels [16]. It has been argued that some Western high-performance work practices might not be affective in an Asian country context [17]. It is, therefore, important to understand the HRM systems within a certain management and national culture context [18].



According to Warsi et al. (2009), HR practices and strategies are still inadequately evident and insufficiently theorized in South Asia [12]. This study provided a basis to extend the discussion in the same region and presented an emerging economy perspective. Some research in the wider context of Asia has been found, which provides evidence that human resource practices cause variation in the way employees perceive, which further influences their behavior and attitudes [19,20,21]. Studies conducted in the neighboring country of India confirmed that striving for greater employee commitment leads to beneficial results in terms of organizational productivity [22,23].



Although significant research about the human resource practices and affective organizational commitment has been done in the past, according to Mahmood et al. (2019), there is a dearth of studies in South Asia in general, and very few studies have been conducted on Pakistan and none specifically on the entire private sector, to the best of our knowledge [1]. Some investigations carried out in the region have focused on specific industries only, which include a study by Azeem and Akhtar (2014), who investigated the Indian health care sector [24]. Furthermore, a study was conducted by Farzaneh et al. (2014) on Gas Transfer Company in Iran, while Akter et al. (2019) investigated university teachers in Bangladesh [25,26]. In Pakistan, Jawaad et al. (2019) explored the telecom sector, and Mahmood et al. (2019) presented a comparison between private and public sector banking employees [1,27].



Among academicians, little has been identified about the implications of the hypothesized relationships of work–life balance, person–job fit, and working condition with affective organizational commitment via the intervening character of job satisfaction. Lok and Crawford (2004) investigated the influence of education, age, and experience on affective organizational commitment in Australian and Chinese samples and suggested that these relationships should be further probed in other societies with varied managerial practices, philosophies, and organizational cultures [28]. Moreover, Straatmann et al. (2020), in a fairly recent study, called for investigating affective organizational commitment for employees relevant to both the duration of employment in the organization and total experience in the industry [29].



The conceptual framework of the current study is comprised of constructs that have never been investigated holistically in a single study for private or public sector employees in developing or developed countries, to the best of our knowledge. Therefore, the current study adds to the existing literature in the area, as it provides a unique perspective of optimizing the affective organizational commitment in the assessment of work–life balance, person–job fit, working condition, and mediation of job satisfaction in the inadequately investigated and evolving context of various private sector industries of Pakistan.



In summary, this study makes a contribution to the existing literature in five aspects. First, it introduces the constructs of person–job fit and work–life balance, along with work conditions as antecedents to job satisfaction, as there are hardly any studies that have examined these antecedents in a collective manner. Second, it provides empirical evidence for the conceptually proposed, but hardly tested relationship between person–job fit and affective organization commitment using social exchange theory. Third, it strengthens the conjectural underpinnings of the proposed relationships using multiple theories, social exchange theory (SET) and conservation of resources (COR) theory. Fourth, it uses a large sample size across multiple industries to improve the generalizability of the findings. Fifth, it uses an emerging market context to test the validity of the theoretical concepts mainly originating from developed countries with a different contextual environment.



1.1. Literature Review and Hypothesis Development


1.1.1. Underpinning Theory


The current research study is grounded in social exchange theory and conservation of resources (COR) theory [30,31]. It explains how and why employers strive to aid employees in the maintenance of work–life balance, provide conducive work conditions, and facilitate person–job fit, which will contribute towards higher job satisfaction and eventually higher affective organizational commitment. According to COR theory, an individual strives to acquire and retain valuable resources such as self-esteem and time, while the loss of these resources results in great psychological distress. When the demands at the workplace increase, it results in greater spending of the resource such as time and energy, which are limited, and hence less of them are available to be spent with the family [32,33].



Social exchange theory proposes that employees are optimally satisfied and offer a higher commitment to the organization if the latter provides them with support and care for their family life [34,35,36].




1.1.2. Work–Life Balance and Affective Organizational Commitment


In recent years, significant attention has been given to the construct of work–life balance (WLB); however, it is evident that minimal focus was given to exploring the concept with regard to private sector employees [37,38,39]. Compared with the public sector, the private sector faces an increased demand for new products, intense competition, need for technological advancements, extended working hours, and hectic schedules, particularly in a South Asian context, which makes it imperative to investigate work–life balance among private-sector employees [40]. According to Greenhaus et al. (2003), work–life balance refers to a balanced fulfillment between both personal responsibilities and occupational roles [41]. It basically refers to having steadiness and stability amongst the professional responsibilities and personal engagements that are critical to individuals, like community roles, the activity of leisure, and family responsibilities. For most employees working in various industries from the private sector, striking this balance has largely been a challenge [42]. When an individual stays occupied with work-related roles, there will be a higher probability that work–life balance will be disturbed, resulting in increased job dissatisfaction and reduced commitment, leading to psychological stress [43]. Employees normally strive for adaptable arrangements at work so that they have sufficient time for recuperating from work stress and for family life [44,45]. Therefore, employees who have prospects of working in a flexible routine are able to preserve work–life balance, and they reciprocate with stronger commitment towards the organization, and this argument endorses the social exchange theory [36,46]. The work–life balance considers the perceived fair treatment and the position it has in the social exchange process [47].



Organizations should put in effort to aid the employees towards integrating their family and work life [48]. A higher level of job satisfaction increases the probability of the employee feeling more attached to the organization, which consequently increases their level of affective organizational commitment [49].



In light of the above literature, the following relationship was hypothesized:



H1a. 

Work–life balance has a significantly positive relationship with affective organizational commitment.






1.1.3. Person–Job Fit and Affective Organizational Commitment


The literature has theoretically explained the relationship of person–job fit and affective organizational commitment with the help of social exchange theory (SET), but empirical testing has largely been scarce [29,30]. Person–job fit (PJ fit) is defined as “the match between an individual and the requirements of a specific job” [50]. PJ fit specifically refers to the extent to which the qualifications, skills, knowledge, and abilities of an individual are in line with the requirements of the job [51]. The underlying principle with regards to PJ fit is that employees’ personal endeavors and experiences give form to their own version of reality, including cognitions and emotions, which contribute to job satisfaction and eventually affective organizational commitment [25,52]. Organizations strive to recruit and select such individuals, while academicians have demonstrated a relationship between PJ fit and affective organizational commitment [53]. The achievement of a work objective and a successful work behavior establishes faith in the employee and develops a degree of confidence about their acumen, which are the basics of the concept of social cognitive theory [54,55]. This confidence is integral in optimizing levels of motivation and, consequently, the perception of PJ fit for the employee. Kristof-Brown et al. (2005) investigated and concluded that PJ fit has a strong relationship with affective organizational commitment and job satisfaction (Figure 1) [53]. The literature confirms that the perception of this fit significantly contributes to individual performance [56]. A meta-analysis conducted by Verquer et al. (2003) confirms that PJ fit has a significant relationship with job satisfaction and, consequently, with affective organizational commitment [57].



Employees with a higher perceived PJ fit will attach a higher cost to switching organizations, which is the reason that they do not want to potentially miss out on the match between personal abilities and skills with job demands, and eventually the rewards of organizational membership [58]. The opinion about the similarity of personal and organizational values may lead to the perception of increased social demand and importance to conform to organizational values, which leads to amplified affective organizational commitment [59].



In light of the above literature, the following relationship was hypothesized:



H2a. 

Person–job fit has a significantly positive relationship with affective organizational commitment.






1.1.4. Work Conditions and Affective Organizational Commitment


Work conditions have a significant role to play in determining employee engagement, and the literature supports the notion that absenteeism and employee complaints substantially reduce the presence of good work conditions, at the same time decreasing productivity and eventually commitment [60].



Work conditions include the characteristics of the job and workplace structural factors in relation to job satisfaction [61,62]. Significant evidence from the available literature suggests that work conditions influence job satisfaction, as well as the physical and mental well-being of the employee [63,64]. Several studies have revealed that unpleasant work conditions have an effect on the emotional well-being of the employee [65]. Poor work conditions result in employee burnout, and consequently puts emotional stress on them [66]. Conducive work conditions can aid the organization in reducing absenteeism, alleviating grievances at work, elevating job satisfaction, and eventually increasing the affective organizational commitment [67]. Poor work conditions are critical in lowering job satisfaction and performance, while contributing towards a high turnover [63].



Rapid changes and growth in technology require both the development and refinement of skills in the employees, for which the employers strive to provide training and better work conditions, but previous research concludes that such opportunities of skill development and training are not given out equitably [46,68,69,70,71]. Alvesson (2000) expressed the relevance of work conditions in the light of social exchange theory, and explained that increased commitment is due to the understanding of fairness and mutuality [72]. The employee reciprocates fair treatment and favorable work conditions with increased affective organizational commitment [47].



Private sector companies are continuously striving to maintain greater levels of customer satisfaction, as it is integral to maintain a competitive advantage. Organizations must have good knowledge about maintaining a diverse workforce, which aids in processes from recruitment to the retention of committed employees and guarantee amplified levels of job satisfaction [73].



In light of the above literature, the following relationship was hypothesized:



H3a. 

Work condition has a significantly positive relationship with affective organizational commitment.






1.1.5. Job Satisfaction and Affective Organizational Commitment


Organizations strive to deal with increasing diversity among employees, which requires them to manage the processes of recruitment, challenges of retention, and eventually ensuring high levels of job satisfaction [74]. According to Heathfield (2019), in order to maintain high levels of job satisfaction, it is pertinent to comprehend the elements that lead to it [73]. The influence of human resource management practices on affective organizational commitment has been investigated well in the existing literature, but scarce attention has been given to the psychological aspect that underlies the relationship between these practices and affective organizational commitment [75]. According to social exchange theory, the employers focus on the need fulfillment of the employees, who reciprocate with favorable behavior such as job satisfaction and affective organizational commitment [29]. The exchange between employees and employers is a relationship based on trust and commitment, whereas any discrepancy may end the relationship [76,77,78]. Therefore, we hypothesized the following:



H4. 

Job satisfaction has a significantly positive relationship with affective organizational commitment.





Job Satisfaction as a Mediator


The literature shows empirical evidence confirming that when employees feel a similarity between organizational and personal values, they believe they will get better opportunities for skill development from the employer [79]. When employees enjoy a balance in their work and personal life, it leads to greater job satisfaction [29]. When the employee experiences a fit between their skills and the job requirements, then the competence needs are also fulfilled, and consequently, job satisfaction is attained [79]. Furthermore, research by Edwards and Billsberry (2010) explicitly concludes that the gratification of employees’ needs greatly influences job satisfaction, which might behave as an intervening variable between the PJ fit and affective organizational commitment relationship [59,80]. The connection between human resource management practices and commitment concludes that job satisfaction is a critical precedent of commitment [81]. This connection between satisfaction and commitment is consistent with the idea that amongst the macro notion of affective organizational commitment, satisfaction acts like a micro-component, and as satisfaction is an employee’s attitude towards work, it will be nurtured earlier than commitment [82]. In the service industry, job satisfaction has a deep-rooted effect on the deliverance of customer satisfaction; therefore, satisfied employees lead to satisfied customers [83]. Therefore, we hypothesized the following:



H1b. 

Job satisfaction mediates the relationship between work–life balance and affective organizational commitment.





H2b. 

Job satisfaction mediates the relationship between person–job fit and affective organizational commitment.





H3b. 

Job satisfaction mediates the relationship between work conditions and affective organizational commitment.







1.1.6. Affective Organizational Commitment


The existing literature explains the concept of commitment as a pivotal cognitive process of relating with ones’ organization [84,85]. Affective organizational commitment of the employee is identified as a psychological attitude that allows the employee to recognize the objectives and ideals of the organization [86]. O’Reilly and Chatman (1986) defined affective organizational commitment as an employee’s psychological attachment with the organization, or a bond between employee and the organization [58,87]. This bond reduces any chance of “voluntary turnover” [83]. The literature has acknowledged multiple aspects of this psychological bond with the organization [29]. The relationship between the PJ fit, WLB, work conditions, and affective organizational commitment is rooted in social exchange theory [29]. According to Allen and Meyer (1996), affective commitment is represented by the emotional attachment and involvement that an employee feels with the organization [88]. As a result of this, employees experience a sense of motivation to enliven the organization’s value system and remain dedicated to the employer [89]. For organizations, employee commitment is of great value, as it leads to a higher job performance, consequently establishing and maintaining a stronger competitive advantage for the company [90].



Employees perceive organizations as an entity that fosters a balance in their work and family life, provides favorable work conditions, and strives to train or develop them to experience a fit between themselves and the organization. As a result, the employee develops a sense of obligation to stay committed to the organization [48,91].



Studies have also identified that affective organizational commitment leads to job satisfaction, while in connection to high-performance work structures; the literature dated to the previous decade suggests a path from affective organizational commitment to job satisfaction [86,92]. In a similar investigation conducted in China, Fu and Deshpande (2014) claimed that a sympathetic atmosphere considerably influenced affective organizational commitment through the intervention of job satisfaction [93]. Another investigation by Fabi et al. (2015) concluded that levels of job satisfaction drastically influence affective commitment, thereby significantly lowering any intention to leave the organization [13]. Although previous studies have shown job satisfaction as both an antecedent [13] and as a consequence of organizational commitment [81,87,94], in the current study, we are investigating job satisfaction as an antecedent of organizational commitment.



According to Lok and Crawford (2004), there is a positive relationship between tenure, educational level, age, and the duration of leadership with affective organizational commitment in East Asian organizations [23]. Mathieu and Zajac (1990), and Chen and Francesco (2000) suggested that variables such as education, age, and leadership duration can have a critical influence on employees’ affective organizational commitment [58,95]. Another Korean study conducted by Sommer et al. (1996) concluded that age, position, and tenure have a significant relationship with affective organizational commitment amongst Korean respondents [96]. Employees who have spent a long time in a certain organization and have risen to higher levels have greater levels of affective organizational commitment [28]. The studies conducted recently on Western subjects showed consistent results. Sommer et al. (1996) concluded that there was a difference in the relationship between education and affective organizational commitment between earlier findings in Western subjects and Korean subjects, mainly due to contrasting cultures [96]. Looking through the lens of Confucian philosophy, factors such as respect of elders, leadership, education, loyalty, and conformity are diverse between Eastern and Western societies [97,98,99,100]. According to Hofstede (2011), women, on average, in most countries, are more likely to choose good work conditions and job security more than men [101]. Comparable differences among gender were also concluded for GLOBE’s human orientation measure, which has stressed the social and cultural goals [102]. Based on this literature, it is anticipated that demographic variables, including gender, have a relationship with affective organizational commitment, which should be investigated.



The current study adds to the existing literature and focuses on emerging economies such as Pakistan in its investigation of the relationships between demographic variables and affective organizational commitment.



H5. 

Age has a significantly positive relationship with affective organizational commitment.





H6. 

Female gender has a significantly positive relationship with affective organizational commitment.





H7. 

Education has a significantly positive relationship with affective organizational commitment.





H8 

Experience with a current employer has a significantly positive relationship with affective organizational commitment.





H9. 

Total experience has a significantly positive relationship with affective organizational commitment.








2. Materials and Methods


2.1. Participants and Procedure


The researchers sent out a total of 1100 questionnaires, of which 843 responses were received, making the response rate 76.63%. The participants were white-collar (managerial) employees from private sector industries all over Pakistan. Among the participants, 537 (63.8%) were male and 306 (36.2%) were female. Of the participants, 354 (42%) were single and 489 (58%) were married. As far as education is concerned, 264 (31.3%) had an undergraduate degree from colleges/universities, 489 (58%) were masters/graduate degree holders, and 90 (10.2%) held PhDs/post graduate certifications.



The questionnaire that was filled by the participants consisted of measures of person–job fit, work–life balance, work conditions, job satisfaction, and affective organizational commitment. Data about demographics such as age, gender, education, marital status, total experience in years, and number of years with a current employer were also gathered. For age, the question asked was “What is your current age in years?”. For education, the question asked was “How many years of education do you have?”. For total experience, the question asked was “How many years of total experience do you have?”. For number of years with current employer, the question asked was, “How many years have you been working with the current employer?”. These questions were open ended, in which respondents had to write a numerical value and they were all measured as continuous variables.



The participants were assured that a high level of anonymity and confidentiality would be maintained, and that they could withdraw from the study at any time or stage.




2.2. Common Method Bias


With regard to PLS-SEM, common method bias might occur because of the use of the same method of measurement as in an SEM study. For example, the responses given by the different respondents might be in the same direction because of the influence of the instructions given at the top of the questionnaire, which might result in the indicators sharing some amount of common variance [103]. Procedural and remedial techniques given by Podsakoff et al. (2003) were applied [104]. With respect to the procedural techniques during data collection, the respondents were instructed not to write their names on the questionnaire, so as to maintain strict anonymity. They were told that there are no correct or incorrect responses, and they must answer in complete honesty. In this way, the respondents’ social desirability bias was prevented. Using SPSS, a Harman’s single factor test was carried out, which proved that common method variance is not problematic when the total variance explained by one construct is below 50%. An exploratory factor analysis was performed on all of the measurement items using principal components and varimax rotation. The first factor accounted for 36.29% variance, confirming that there is no threat of common method variance. The remedial technique given by Kock (2015) was also used to see if all inner VIF values were less or equal to 3.3, then the model could be declared to be free of common method bias [103]. The inner values of VIF in the current study met this criterion (Table 1).




2.3. Measures


Work–life balance was measured by a 15 item instrument designed to measure work–life balance given by Hayman (2005) [105]. Person–job fit was measured by nine items, called the “global self-report measure of person–job fit”, given by Brkich et al. (2002) [106]. Work conditions were measured by five items adapted from The Work Design Questionnaire (WDQ) given by Morgeson and Humphrey (2006) [107]. Job satisfaction was measured by four items taken from an instrument given by Sabri et al. (2011), based on a five-point Likert scale ranging from strongly disagree = 1 to strongly agree = 5 [108]. Affective organizational commitment was measured by eight items taken from the Affective Commitment Scale given by Allen and Meyer (1990) [109]. All of these scales were based on a five-point Likert scale ranging from strongly disagree = 1 to strongly agree = 5.





3. Results


3.1. Measurement Model


SmartPLS3 was used to perform the statistical analysis. Reliability was measured through composite reliability (CR) and Cronbach’s α, as shown in Table 1. The factor loadings above 0.7 were retained and the rest were dropped. Table 1 only lists the items that meet the criterion of factor loading. The values of the average variance extracted (AVE) and composite reliability (CR) are useful in gauging the validity of the scale on our data sample. According to the literature, an acceptable value for AVE is 0.5 or above, and our values met the criterion (Table 2). For each variable, the value of CR should be above 0.7, and the value of CR for our variables indicated by the results also meets the requirement [110]. The cutoff for Cronbach’s α is 0.7, and the values for all variables were well above the cutoff value.



Confirmatory factor analysis was performed to test the model hypothesized for all five constructs and their respective items. The results of CFA indicated an insignificant difference between the observed and implied models. Standardized root mean square residual (SRMR) was 0.078, and according to Hu and Bentler (1998), a value below 0.08 is generally considered to be an indicator of a good model fit [111]. A value of 0.890 for the Normed Fit Index (NFI) indicated that the projected theoretical model of the study created an adequate fit.



The heterotrait monotrait (HTMT) ratio was the indicator used to measure the discriminant validity, which has a recommended range of below 0.9 [112]. Table 3 shows that the values for the HTMT ratio across all variables were well under 0.9, which confirmed that the correlation of items across constructs is less than the correlation of items within the same constructs; therefore, the discriminant validity holds. Fornell–Larcker criterion was also used to assess the discriminant validity shown in Table 4. The square root of the AVE of each construct (diagonal in italics) was greater than the correlations between the other constructs.




3.2. Structural Model


The values of variance inflation factor (VIF) are an indicator of multicollinearity. The results showed (Table 1) that all of the values were well below 5, indicating the absence of multicollinearity, which allowed us to continue to test the mediation model.



3.2.1. Direct Relationships Latent Variables


Hypothesis testing was performed using SmartPLS3, as shown in Table 5, Table 6 and Table 7. Table 5 shows the results of the direct relationships or path analysis of the latent variables. Hypothesis 1a was accepted, which means that work–life balance significantly influences affective organizational commitment. Hypothesis 2a was also accepted, which confirms that the relationship of person–job fit with affective organizational commitment is also significant. Hypothesis 3a was not accepted, which concludes that work condition is not a significant predictor of affective organizational commitment. Finally, Hypothesis 4 was also accepted, confirming the significant relationship of job satisfaction, which is also the mediator in the study, with affective organizational commitment.




3.2.2. Direct Relationships Demographic Variables


Table 6 shows the results of the direct relationships or path analysis of the demographic variables. Hypothesis 5, depicting the relationship of age with affective organizational commitment, was accepted, which means that organizational commitment increases with age. Hypothesis 6, proposing the relationship of female gender with affective organizational commitment, was accepted, concluding that females have a stronger affective organizational commitment compared with males. Hypothesis 7, which is the relationship of education with affective organizational commitment, was insignificant, which means that the number of years of education does not influence the affective organizational commitment of the employee. Hypothesis 8, depicting the relationship of experience with the current employer with affective organizational commitment, was accepted, confirming that the more time an employee spends with the current employer, the higher affective organizational commitment there would be. Hypothesis 9 was also accepted, which confirms a significantly positive relationship of total industry experience with affective organizational commitment.




3.2.3. Mediating Relationships Latent Variables


Table 7 shows the results regarding the mediation of job satisfaction between work–life balance, person–job fit, work condition, and affective organizational commitment. For Hypothesis 1b, the specific indirect effects revealed that job satisfaction mediated the relationship between work–life balance and affective organizational commitment complimentarily. Regarding Hypothesis 2b, complimentary mediation of job satisfaction was also found between person–job fit and affective organizational commitment. Although job satisfaction mediated the relationships, which is consistent with our proposed theoretical framework, in the case of work–life balance and person–job fit, the mediation was complementary, which confirms the possibility of an omitted mediator [113]. Complete or full mediation of job satisfaction was found between work condition and affective organizational commitment, resulting in Hypothesis 3b being accepted.






4. Discussion


Affective organizational commitment and the underlying psychological phenomenon have been of great interest for academicians and practitioners [53,114]. Although the influence of the human resource practices on employee attitudes and behaviors has been under a significant spotlight, the current study, being the first of its kind, adds to the existing literature by unraveling the influence of work–life balance, person–job fit, and work conditions on the affective organizational commitment of employees working in the private sector in an emerging economy such as Pakistan [53].



A distinctive contribution of the current study is the application of social exchange theory (SET) and conservation of resources (COR) theory in order to offer a better understanding concerning the psychological mechanism of these relationships [30,31]. Although both SET and COR have been investigated to be central tenets in explaining the employee–organization relationship, the development of these concepts has largely been done separately [115,116]. In particular, the investigation of the relationships mentioned above, through the lens of SET and COR, has not yet been the focus in a single study from an emerging economy perspective. Job satisfaction reflects the need for gratification from an SET perspective, while work–life balance and work conditions are strongly linked to COR theory. The current study was structured to incorporate the two theoretical notions in explaining the influence of work–life balance, person–job fit, and work condition on affective organizational commitment, along with the intervening character of job satisfaction.



In line with HR typology presented by Wright and Boswell (2002), the unit of analysis was an individual employee in a South Eastern context, while our sample size was much larger in comparison with Mahmood et al. (2019), Luna-Arocas and Camps (2008), and Fabi et al. (2015) [1,7,13,117]. In order to respond to the call of research made by these researchers, this study collected a large sample from private-sector employees in order to provide a greater comprehension of the underlying variables in an emerging economy and South East Asian cultural perspective such as Pakistan. The current study is an attempt to exploit the enlightening influence of said theories, so that a better comprehension and effectiveness of the theoretical model can be presented.



With regards to the hypothesis for direct relationships (latent variables), we see that work–life balance leads to stronger affective organizational commitment. In the private sector, employees seek to work in organizations that provide them with adaptable arrangements at work, so that the employee is able to establish and maintain a balanced work and family life. As a result, the employee reciprocates with augmented affective organizational commitment. These results are consistent with Herrbach et al. (2009) [46]. The results also confirm that job satisfaction behaves as a link between work–life balance and affective organizational commitment, but there is a possibility of an omitted variable as the mediation is complimentary. With regards to person–job fit, we find that it leads to amplified affective organizational commitment as well. When a private sector employee realizes that his skill set and aptitude match well with the organization, he values it tremendously and commits himself/herself even more strongly to the organization. Although the mediation is complementary, person–job fit also results in heightened job satisfaction, and consequently raises affective organizational commitment. When it comes to work conditions, we find that it does not influence affective organizational commitment, but the relationship between the two is only established in the presence of job satisfaction. Although work conditions in the private sector might be conducive for facilitating employees, they are not detrimental in the development of strong affective organizational commitment unless an employee is satisfied at the job. Therefore, full mediation is found in this case, and there is no omitted variable in the above-mentioned relationship of work condition. One of the probable reasons that Hypothesis 3a is not supported, is that the validated measures taken from the literature for work conditions might be more relevant to blue color jobs, while the respondents for this research are mainly white collar (managerial) employees who, in a high-power distance society like Pakistan, tend to encounter a better working environment. However, more research is needed to further examine this phenomenon.



One of the interesting findings from the research is the confirmation that stronger affective organizational commitment manifests from higher job satisfaction amongst private sector employees. Thus, for Pakistani private-sector employees, work–life balance and person–job fit significantly influence affective organizational commitment, but work condition increases affective organizational commitment through feelings of job satisfaction alone.



With reference to the influence of demographic variables, we find that as the age of the employee increases, the affective organizational commitment becomes stronger. The relationship of total experience and experience with the current employer is also significant in determining a stronger affective organizational commitment. These findings are consistent with Western culture and also with a study on Korean subjects, but interestingly, Chen and Francesco (2000) had contradictory findings among Chinese subjects [28,95,96]. As an employee ages, their experience both in the industry and in the current organization increases; as a result, not only maturity and sensibility sets in, but the understanding of the organizational culture aids in the development of a comfort zone, thereby amplifying affective organizational commitment. The analysis revealed an interesting relationship between gender and education with affective organizational commitment among the sample. In contrast with the results of Western studies, no relationship of education with affective organizational commitment was found in the current study [96]. A possible reason could be that in Pakistan, the education level and the institutional repute are strongly linked with the choice of occupation and organization. This leads to a clearer understanding of the rewards and remuneration. Hence, there are no unmet expectations, resulting in the absence of a significant relationship between the two.



Regarding the relationship of gender with affective organizational commitment, we found that females have a stronger affective organizational commitment than males. Pakistani society is characterized by higher societal concerns for femininity, which is linked with a high commitment by women. The strong affective organizational commitment of women is not due to eccentricity, but due to less tolerance for ambiguity and societal restraint orientation. Because of the underlying patriarchal nature of Pakistani society, women have to face significant hurdles in establishing the freedom needed to carry out a job in the private sector. Once they secure employment, they would most likely show a strong commitment. The findings are consistent with samples from Bulgaria and Romania [118]. Despite the fact that more and more women have entered into the corporate workplaces, these findings also suggest that in Eastern societies, such as Pakistan, the primary responsibility of providing for the family, including elderly parents, wife, and children, is still heavily rested on the male members. Therefore, males are constantly striving to seek employment in organizations that offer better remunerations and rewards compared with the current employer. Therefore, males pivot on the skill development, training, and experience gained at the current organization and seek better positions and attached salary enhancement in another organization, which reflects a negative affective organizational commitment with the first.



The results from this study stress the importance of understanding the broad socio-historical perspective of an emerging economy such as Pakistan. The prevalent high levels of unemployment and poverty coupled with the abundance of labor account for stronger affective organizational commitment. Employees cling to strong unemployment concerns and are cognizant of their substitutability, and therefore, the results are in contrast to affluent nations and developed economies such as Spain, Canada, and those from Central and Eastern Europe [7,13,118].



Human resource practices in private sector organizations are heavily influenced by prevalent cultural values. The current study confirms that cultural and societal norms have a strong influence on the way human resource practices shape the attitudes and levels of commitment amongst private-sector employees. Therefore, other than all endogenous variables of the study, we can say that the decision to leave any organization may be dependent on the economic, cultural, and social variables in private sector organizations in emerging economies such as Pakistan.




5. Limitations


Firstly, we used a cross-sectional design, which is not generalizable for longitudinal studies. Longitudinal studies before and after adopting specific HR policies can unearth greater insights into the influence of the independent variables on job satisfaction and affective organizational commitment. Secondly, the current study did not use any qualitative research. We agree with Cooke (2016), who calls for more qualitative research, particularly from less developed and less researched countries, in order to understand the workplace context and offer relevant solutions. In-depth interviews would result in exploring the constructs closely linked to the South Eastern culture that can be more contributive to the research area [119]. Qualitative research could be used to understand the interpretation and relevance of work conditions from an employee’s perspective. It could also unearth the most appropriate strategies and policies to achieve work–life balance from a developing country’s perspective. Thirdly, the sample was drawn from the entire country, from different private industries, and therefore the influence of a certain sector on the affective organizational commitment could not be captured. The information regarding employees belonging to multinational organizations or local enterprises was also not catered to during the investigation, and therefore, in the future, researchers could unearth interesting phenomena such as managerial philosophy and cultural differences within the private organizations and the commitment of its employees. Fourthly, we did not include any control variables. A number of variables could be included as control or moderating variables by future researchers. For example, cultural context, as Asian cultures are mostly high context compared with Western culture. Additionally, it has been argued that the Hofstede cultural dimension (individualism, power distance, masculinity, and uncertainty avoidance) which influences an individual’s cultural values, also influence work–life balance [120]. The size of the firm and the organization’s culture could be used as control variables. Lastly, the model is tested in one South Asian country; the replication and testing of this model in other countries may help researchers see its application in other cultural contexts.




6. Managerial Implications


Managers are encouraged to improve employee’s work life balance by providing assistance at two levels—family and individual. To support individuals, particularly females, who have the dual responsibility of earning the bread and looking after the family in mostly extended family systems in developing countries, managers should offer flexible work arrangements, part-time work, parenting resources, lactation support, and child care and eldercare assistance. At an individual level, commuting facility, health and wellness programs, job autonomy, and clarity about their job roles can alleviate work pressures [120]. Traditionally, HRM practices focus on high-performance work practices (HPWP) such as salary, job enrichment, and job stability [7], as well as high-performance work systems (HPWS), for example skill-enhancing, motivation-enhancing, and opportunity-enhancing [13]. Both HPWP and HPWS are relevant once the employee has been hired. However, person–job fit requires managers to spend more time and allocate resources on recruitment and hiring practices. Hiring the right person with the appropriate knowledge and skills for the job necessitates an enhanced and detailed job description, as well as an elaborate recruitment process spanning multiple stages to ensure that candidates’ personality, skill set, career aspirations, and motivations match requirements of the job. It is important for recruitment managers to ensure that applicant’s personal values match with the organization’s culture and norms.




7. Conclusions


The current study concludes by establishing the criticality of affective organizational commitment and the anteceding human resource practices in private sector organizations in Pakistan. Private sector organizations seek to have an optimally satisfied and strongly committed workforce. Essentially, the affective organizational commitment becomes stronger when an employee feels congruence between their skill set and the job description. It creates a sense of confidence in them, which results in greater job satisfaction and a stronger organization and commitment. In pursuit of both satisfaction and commitment, HR managers in the private sector need to provide effective training and skill development programs, so that employees undergo a process of self and professional progress, resulting in the establishment of person–job fit. The findings provide support for the COR theory, which suggests that work–life balance is established when an employee gains resources such as energy and time from supervisors [31]. These resources can be channelized into minimizing the tussle between work and family life. In an environment where appraisals are based on performance, employees strive to have high productivity, which can also be achieved if they are able to balance both work and family life. HR managers must actively facilitate an ambience of effective management of professional and family engagements, so that job satisfaction and consequently affective organizational commitment can be influenced [35]. Work conditions were found to be indirectly influencing affective organizational commitment through job satisfaction. When the employer ensures the provisioning of a protective environment; upkeep of the tools, machines, etc.; and safety at the workplace, it is highly likely that the employee will be satisfied at the job and become more committed to the organization. Therefore, it is evident from the study that employees in private sector organizations will feel engaged and experience optimal job satisfaction, resulting in stronger commitment when they practice person–job fit, maintain a balance between work and family life, and have the benefit of favorable work conditions.
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Figure 1. Research Model. 
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Table 1. Inner VIF values.
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	Independent Variables
	Affective Organizational Commitment





	Job satisfaction
	2.756



	Person–job fit
	2.342



	Working condition
	1.217



	Work–life balance
	1.53
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Table 2. Measures with scale items, factor loadings, composite reliability, Cronbach’s α, and average variance extracted (AVE). ®® reverse coded.






Table 2. Measures with scale items, factor loadings, composite reliability, Cronbach’s α, and average variance extracted (AVE). ®® reverse coded.














	Measure/Variable
	Item no
	Scale/Item
	Factor Loading
	CR
	Cronbach’s α
	(AVE)





	Work–life balance
	WLB1
	Personal life suffers because of work.
	0.709
	0.881
	0.854
	0.598



	
	WLB2
	Job makes personal life difficult.
	0.759
	
	
	



	
	WLB4
	Put personal life on hold for work.
	0.730
	
	
	



	
	WLB8
	Personal life drains me of energy for work.
	0.849
	
	
	



	
	WLB10
	My work suffers because of my personal life.
	0.811
	
	
	



	Person–job fit
	PJF1
	My current job is not really me. ®®
	0.864
	0.950
	0.939
	0.703



	
	PJF2
	This job is really what I would like to be doing.
	0.890
	
	
	



	
	PJF3
	All things considered, this job suits me.
	0.855
	
	
	



	
	PJF4
	I feel like this is the right type of work for me.
	0.876
	
	
	



	
	PJF5
	I feel that my goals and needs are met in this job.
	0.837
	
	
	



	
	PJF6
	I find my current job motivating.
	0.854
	
	
	



	
	PJF7
	My abilities, skills, and talents are the right type for this job.
	0.776
	
	
	



	
	PJF9
	I am able to use my talents, skills and competencies in my current job.
	0.743
	
	
	



	Working condition
	WC1
	The workplace is free from excessive noise.
	0.703
	0.876
	0.825
	0.587



	
	WC2
	The climate at the workplace is comfortable in terms of temperature and humidity.
	0.757
	
	
	



	
	WC3
	The job has a low risk of accident.
	0.704
	
	
	



	
	WC4
	The job takes place in an environment free from health hazards (e.g., chemicals, fumes, etc.)
	0.805
	
	
	



	
	WC5
	The job occurs in a clean environment.
	0.850
	
	
	



	Affective organizational commitment
	OC1
	I would be very happy to spend the rest of my career with this organization.
	0.763
	0.946
	0.933
	0.716



	
	OC3
	I really feel as if this organization’s problems are my own.
	0.746
	
	
	



	
	OC4
	I think that I could not easily become as attached to another organization as I am to this one.
	0.814
	
	
	



	
	OC5
	I feel like part of the family at my organization.
	0.872
	
	
	



	
	OC6
	I feel emotionally attached to this organization.
	0.888
	
	
	



	
	OC7
	This organization has a great deal of personal meaning for me.
	0.909
	
	
	



	
	OC8
	I feel a strong sense of belonging to my organization.
	0.912
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Table 3. Discriminant validity: Heterotrait Monotrait (HTMT) ratio.
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	Job Satisfaction
	Affective Organizational Commitment
	Person–Job Fit
	Working Condition
	Work–Life Balance





	Job satisfaction
	
	
	
	
	



	Affective organizational commitment
	0.799
	
	
	
	



	Person–job Fit
	0.849
	0.652
	
	
	



	Working condition
	0.476
	0.305
	0.340
	
	



	Work–life balance
	0.573
	0.441
	0.437
	0.369
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Table 4. Fornell–Larcker criterion.
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	Job Satisfactiaon
	Affective Organizational Commitment
	Person–Job Fit
	Working Condition
	Work–Life Balance





	Job satisfaction
	0.808
	
	
	
	



	Affective organizational commitment
	0.717
	0.846
	
	
	



	Person–job Fit
	0.753
	0.625
	0.838
	
	



	Working condition
	0.404
	0.281
	0.315
	0.766
	



	Work–life balance
	0.571
	0.482
	0.491
	0.331
	0.773
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Table 5. SEM path analysis—direct relationships hypothesis testing (latent variables).
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	Direct Relationships Latent Variables
	Path Coefficient
	STDEV
	T Statistics
	p Values
	Hypothesis Results





	Work–life balance → affective organizational commitment
	0.094
	0.039
	2.411
	0.016
	Accepted



	Person–job fit → affective organizational commitment
	0.183
	0.046
	3.979
	0.000
	Accepted



	Work condition → affective organizational commitment
	0.024
	0.031
	0.779
	0.436
	Not accepted



	Job satisfaction → affective organizational commitment
	0.537
	0.048
	11.102
	0.000
	Accepted
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Table 6. SEM path analysis—direct relationships hypothesis testing (demographic variables).
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	Direct Relationships Demographical Variables
	Path Coefficient
	STDEV
	T Statistics
	p Values
	Hypothesis Results





	Age → affective organizational commitment
	0.286
	0.025
	11.440
	0.000
	Accepted



	Gender female → affective organizational commitment
	0.107
	0.030
	3.530
	0.000
	Accepted



	Education → affective organizational commitment
	0.001
	0.027
	0.030
	0.976
	Not accepted



	Experience with current employer → affective organizational commitment
	0.092
	0.027
	3.410
	0.001
	Accepted



	Total experience → affective organizational commitment
	0.062
	0.030
	2.103
	0.036
	Accepted
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Table 7. SEM mediation path analysis—hypothesis testing (latent variables).






Table 7. SEM mediation path analysis—hypothesis testing (latent variables).





	
Mediation Relationship

	
Path Coefficient

	
STDEV

	
T Statistics

	
p Values

	
Remarks






	
Specific Indirect Effect

	

	

	

	

	




	
Work–life balance → job satisfaction → affective organizational commitment

	
0.374

	
0.032

	
11.686

	
0.000

	
Mediation present




	
Work–life balance → affective organizational commitment

	
0.105

	
0.043

	
2.443

	
0.015

	
Complimentary mediation holds




	
Work–life balance → job satisfaction

	
0.569

	
0.029

	
19.783

	
0.000




	
Job satisfaction → affective organizational commitment

	
0.656

	
0.036

	
18.252

	
0.000




	
Specific Indirect Effect

	

	

	

	

	




	
Person–job fit → job satisfaction → affective organizational commitment

	
0.433

	
0.036

	
12.198

	
0.000

	
Mediation present




	
Person–job fit → affective organizational commitment

	
0.191

	
0.049

	
3.891

	
0.000

	
Complimentary mediation holds




	
Person–job fit → job satisfaction

	
0.759

	
0.021

	
36.128

	
0.000




	
Job satisfaction → affective organizational commitment

	
0.571

	
0.044

	
12.910

	
0.000




	
Specific Indirect Effect

	

	

	

	

	




	
Work condition → job satisfaction → affective organizational commitment

	
0.293

	
0.033

	
8.951

	
0.000

	
Mediation present




	
Work condition → affective organizational commitment

	
0.018

	
0.031

	
0.572

	
0.568

	
Indirect only mediation




	
Work condition → job satisfaction

	
0.405

	
0.041

	
9.758

	
0.000




	
Job satisfaction → affective organizational commitment

	
0.724

	
0.026

	
28.028

	
0.000
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