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Abstract: This study explores employees’ perceptions of the Office of the Premier in the
North West regarding their level of organizational commitment. Using questionnaires
to collect qualitative data, a sample of 214 employees, ranging from entry-level to senior
management, from the Office of the Premier in the North West Province were gathered.
Data were analyzed using SPSS 2011 software. The overall findings show that younger
respondents aged 25-34 had an emotional connection to the organization, which aligns
with the existing literature. Furthermore, this age group indicated that one of the primary
reasons for continuing to work in their department was that leaving would require con-
siderable personal sacrifice, showing that the more committed the employee becomes,
the lower the chance of them leaving. Notably, the empirical evidence further reveals
that female employees were less likely than male employees to talk openly about their
organization. Gender being a factor for employees talking openly about the organization
implies that the management must pay attention to gender dynamics across all levels of
the organization and ensure that gender representativeness is achieved. This study signifi-
cantly contributes to the literature on organizational commitment by providing pertinent
information regarding organizational commitment based on age, gender, and tenure.

Keywords: organizational commitment; employee commitment; affective commitment;
normative commitment; continuance of commitment

1. Introduction

In today’s competitive world, organizations face new difficulties in maintaining ef-
ficiency and creating a committed workforce (Andavar & Ali, 2020, p. 29). Committed
employees tend to be more determined in their work and exhibit high efficiency and pro-
ductivity. Accordingly, organizational commitment explains an employee’s involvement
with a particular organization (Asbari et al., 2019, p. 206).

Each employee needs to be committed to the company’s goals and objectives, perform
their duties effectively as a member of the team, and realize organizational objectives
(Chanana, 2021). Employees who have high organizational commitment are employees
who are more productive and stable, making them more profitable for the organization
(Imelda et al., 2020, p. 2383).

The success of an organization must be seen by obtaining competent employees and
maintaining them to work in the organization. This can be performed by ensuring there is
gratification and eagerness at work, as well as the desire to endure work and display total
devotion to the organization. This will likely give a positive image to the organizational
commitment because it will be understood as one of the approaches to attain a company’s
objectives (Keyvanlo et al., 2020) and (Muoghalu & Tantua, 2021, p. 89).
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Therefore, it is not surprising that organizational commitment as a concept has been
extensively explored in the literature for decades and is defined as a concept related to the
employee and several variables that enable the employee to contribute, stay, and maintain
commitment to the company (Rameshkumar, 2020, p. 105) and (Setiawan et al., 2020).
Moreover, the importance of organizational commitment stems from the generally accepted
notion that an employee with a strong commitment to the organization will be productive
and will always support it (Tindowen, 2019, p. 617).

Despite the extensive research on organizational commitment, there is a notable lack
of empirical studies investigating the dynamics of organizational commitment among
employees in provincial government departments, particularly in the context of South
Africa. Specifically, the relationship between demographic factors (age, gender, and tenure)
and organizational commitment remains understudied. The current study aims to fill this
knowledge gap by exploring the perceptions of employees in the North West Provincial
Department regarding their level of commitment.

Organizational commitment remains a critical issue within contemporary organiza-
tional management. Prior studies extensively examined organizational commitment (OC)
and identified its correlation with productivity and employee retention (Rameshkumar,
2020, p. 105) and (Yao et al., 2019, p. 1).

However, little empirical research explicitly addresses how demographic factors such
as age, gender, and tenure influence organizational commitment, particularly within the
context of provincial government departments. This study uniquely contributes by filling
this gap, examining employees from the Office of the Premier in North West Province, South
Africa. Understanding these demographic influences provides managers with strategic
insights to enhance employee engagement and retention.

2. Definition of Concepts
2.1. Organizational Commitment (OC)

Organizational commitment is considered an emotional and psychological dependence
on an organization. Subsequently, a person who is strongly committed and engages in
it may enjoy membership in the organization (Yao et al., 2019). According to Kotzé and
Nel (2020, p. 524), organizational commitment refers to an attitude or psychological
condition that characterizes the relationships between employees and their employers,
which ultimately influences their intentions to stay or leave the organization.

Researchers define organizational commitment as an attitude that reflects workers’
loyalty to their organization (Grego-Planer, 2019, p. 6395). According to Hardiningsih et al.
(2020, p. 223), it is a crucial component of creating accountability. Similarly, Doan et al.
(2020, p. 223) suggest that organizational commitment is the power of identity between an
individual and an organization.

Furthermore, Setiawan et al. (2020, p. 2383) explain organizational commitment
as the extent to which an employee will experience a sense of community within their
organization and as a condition of employees who support certain organizations and their
goals, as well as their intention to maintain membership in the company.

2.2. Employee Commitment (EC)

Employee commitment designates the aspiration of an employee to share the beliefs
and aims of the organization, in addition to working toward the attainment and achieve-
ment of organizational success amidst rivals (Pathak & Pandey, 2019, p. 58). Muoghalu and
Tantua (2021) clarify employee commitment as a sign that employees are satisfied with their
employers’” expectations and when organizations meet the expectations of their employees.
Understandably, this will spur them to develop a commitment to the organization.
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2.3. Affective Commitment (AC)

Affective commitment refers to employees’ emotional attachment to their organization.
Employees with high affective commitment stay with the organization because they want
to do so. Employees with higher affective commitment exhibit better performance (Karem
etal., 2019, p. 2395). Affective commitment is also understood as an employee’s constructive
emotional bonding to the organization; such an employee strongly associates with organi-
zational goals and seeks to stay because they wish to do so (Anwar & Abdullah, 2021).

Abdullah (2019, p. 439) describes affective commitment as employees’ feelings towards
joining the organization, continuous commitment as employees’ perceptions of the costs of
leaving the organization, and normative commitment as employees’ perceptions of their
duties and promises towards the organization.

According to Abdullah and Othman (2021, p. 179), affective commitment refers to
individuals who remain in their organizations with a solid commitment and hold their
position because they require the occupation. Similarly, Anwar and Abdullah (2021, p. 5)
explain affective commitment as an employee of a business who will often identify strongly
with the company and its objectives and who might reject offers to move to a new company,
even if they seem more financially attractive.

2.4. Normative Commitment (NC)

McCormick and Donohue (2019, p. 2581). describe normative commitment as that
shown by individuals who are perceived to remain at the firm out of obligation, often
referred to as an “obligation to stay”, which also has a relationship with “moral obligation”.
Often, the application in real conditions is related to personal motivation as a natural bond
to the organization. Specifically, it is connected to individual values that view loyalty as
the most important factor in working.

Researchers indicate that normative commitment refers to the meaning and importance
of employees in an organization. This describes workers who have significant regulatory
involvement and appear to feel that they should remain in the business. Due to this
commitment, they will be held to their job by normative commitment, which would be
made concrete by work ethics (Choudhury, 2020, p. 157) and (Jamal et al., 2021, p. 293).

2.5. Continuance Commitment (CC)

According to Bouziri et al. (2020, p. 509), Morikawa (2020, p. 123), and Novitasari et al.
(2020, p. 96), continuance commitment is a commitment where employees are mindful of
all side bets and risks involved with leaving, such as time, effort, and pension.

Additionally, Kartika and Pienata (2020) indicate that continuance commitment arises
from an employee’s desire to survive in an organization for security reasons. Employees
are urged to remain because of their inability to work outside the organization. The longer
employees remain in the organization, the more they worry about losing what they have
invested in the organization while being members of it.

Karem et al. (2019, p. 2395) view continuance commitment as an employee’s awareness
of the cost associated with leaving the organization; employees with continuance commit-
ment remain with the organization because they feel that they must continue because of
the financial advantages.

3. Literature Review
3.1. An Overview of Organizational Commitment

Several researchers have studied the connection between employees and their em-
ploying organizations and have established that employees are the dynamic force of every
organization (Albalawi et al., 2019, p. 310). Employees’ organizational commitment is one
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of the most significant organizational challenges because employees do not maintain the
same commitment as they had before (Q. I. Khan et al., 2021, p. 465).

Organizational commitment can be regarded as an individual’s identification and
participation within a specific organization (Vasconcelos, 2020, p. 413). It reflects an
individual’s psychological state, which refers to the employees’ organization and defines a
relationship between the employee and organization (Y. Zhang et al., 2019, p.1296).

Penni (2019) argues that organizational commitment is an important part of the psy-
chological condition of employees, including their attitudes towards their organization.
The most common technique for dealing with organizational commitment is to improve an
organization’s emotional requirements (J. Zhang et al., 2019, p. 811).

3.2. Employee Commitment

Several studies have confirmed that organizations with strong ethical values are more
likely to benefit from having more committed employees (Qing et al., 2020, p. 1405) and
(Grabowski et al., 2019, p. 193). Employees’ commitment to an organization increases or
decreases depending on their interpersonal relations with leaders, the environment of the
workgroup, and the opportunities for improvement (Qing et al., 2020, p. 1405). In other
words, employees’ lack of commitment to the company may influence their intention to
leave and, consequently, their turnover rates (Dai et al., 2019, p. 69). Most importantly,
employees can often make things work, even without a very good system, and are the key
to higher productivity in organizations (Brown & Harvey, 2011).

Gulzar (2020, p. 1440) specifies that employees who are committed to their organiza-
tions are more likely to be better performers than those who are less committed because
they exercise more effort on behalf of the organization towards success and strive to achieve
its goals and missions. Paramita et al. (2020, p. 273) explains that employees with higher
commitment scores are expected to be more motivated and perform at the highest level.

Paramita et al. (2020, p. 273) generalized research examining employee commitment
and concluded that high employee commitment is created by harmony between the or-
ganizational environment and personal factors. Organizational environmental factors are
related to people, work conditions, and the work environment.

Several researchers have revealed that committed employees are regarded as a foun-
dation of organizational performance and efficiency, which in turn boosts organizational
effectiveness and productivity (Maiti et al., 2021, p. 716). Employees’ organizational com-
mitment is one of the attitudes that could lead to high performance (Paramita et al., 2020,
p- 273).

3.3. The Three-Component Model of Commitment

One of the most widely used theories of organizational commitment is Allen and
Meyer’s (1990, p. 1) three-component model (Somers et al., 2019, p. 649). The components
are affective commitment, that is, emotional connection to the organization; continuance
commitment, that is, perceived costs associated with leaving the organization; and norma-
tive commitment, that is, feeling obligated towards the organization (Somers et al., 2019,
p. 649).

Although each commitment profile represents a relationship between an organization
and an employee, these relationships differ in nature. Whilst there are differences in nature
between these commitments’ profiles, the multidimensional nature of each profile also
“integrates attitudinal and behavioral approaches” (Meyer et al., 2021).

3.4. Affective Commitment

Affective commitment is defined as an emotional attachment to the organization, a
devotion to performing the tasks, and the desire to stay in the organization (Yang et al., 2020,
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p- 129). According to Somers et al. (2019, p. 649), employees with this type of commitment
have an emotional connection with the organization. Haider et al. (2019, p. 129) believe
that affective commitment is employees’ dependence on the organization under emotional
belonging, which is the same as organizational goals and values.

Wang et al. (2020, p. 609) show that such individuals are psychologically and emo-
tionally dedicated and experience meaning in their work and congruence between their
own goals and values and the organization’s. Mensah and Bawole (2020, p. 479) reveal
that affective commitment is related to employee outcomes, such as productivity, atten-
dance, and retention. Furthermore, Wirawan et al. (2020, p. 1139) indicate that affective
commitment refers to employees” emotional attachment, identification, and involvement
with the organization.

According to Wang et al. (2020, p. 609), an employee with a strong affective commit-
ment will work enthusiastically, making any effort toward the success of the organization.
Wang et al. (2020, p. 609) further assert that this commitment occurs when employees
commit to their employing organization because they are satisfied and feel a sense of
belonging at the organization. They maintain that it essentially expresses the emotional
attachment of employees to their organization, their desire to see the organization succeed
in its goals, and a feeling of pride in being a part of that organization.

Employees with a higher degree of emotional commitment are more likely to continue
working for the organization voluntarily and eagerly because they feel integrated within
the organization and have internalized its norms and values as their own (Kuklenski, 2021,
p- 87). Affective commitment (AC) is determined by an employee’s personal choice to re-
main committed to the organization through emotional identification with the organization
(Al-Jabari & Ghazzawi, 2019).

3.5. Normative Commitment

Normative commitment in the field of management has been described as an obligation
to remain in a particular organization (Somers et al., 2019, p. 649). According to Somers
et al. (2019, p. 649), employees with this kind of commitment have a strong feeling of
duty towards the organization. Therefore, we surmise that normative commitment is an
attachment based on perceived obligation as well as a sense of duty or loyalty.

Oh (2019, p. 88) indicates that this type of commitment refers to the organizational
commitment that occurs when employees fully believe in the organization; it is also called
a moral commitment. However, A. J. Khan and Igbal (2020, p. 88) explain that it is a
commitment based on a sense of obligation to the organization, and employees with a
strong normative commitment survive because they think they must do so.

Grego-Planer (2020, p. 1150) specifies that in normative commitment, the staff regard
continuing their job and providing services for the organization as their duties, thereby
fulfilling their responsibilities in the organization and feeling obligated to stay with the
organization because of pressure from others or the belief that it is morally correct to do
so (A.]. Khan & Igbal, 2020, p. 88). This reveals a feeling of compulsion to continue
employment (Grego-Planer, 2020, p. 1150).

3.6. Continuance Commitment

Many researchers indicate that continuance commitment (i.e., perceived costs asso-
ciated with leaving the organization) refers to the material benefits gained from being
with the organization and the costs associated with leaving the organization; the more
investment in the staff, the lower the possibility for the staff to leave the organization
(Lambert et al., 2020).
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Continuance commitment refers to an individual’s argument to remain based on
the high cost associated with leaving the organization and the perceived loss of sunken
costs (Gabay-Mariani & Adam, 2020, p. 147). This is related to the need to remain in
the organization due to the perceived costs associated with leaving. Contrarily, when the
staff work for a long duration in the organization, they are unlikely to easily leave the
organization and will continue their job because of necessity (Aguinis, 2023).

Rameshkumar (2020, p. 105) indicates that continuance commitment derives from a
worker’s perception of the costs associated with leaving an organization, causing them to
stay out of necessity. Employees with strong continuance commitment continue to work in
their organizations because they need to (Rameshkumar, 2020, p. 105).

According to Reeves et al. (2021), continuance commitment results from the motivation
to avoid impending costs linked to a possible change in employer. Employees’ commitment
is higher when they perceive the costs of such a change, namely, relocation costs, wage
losses, or loss of personal contact with former colleagues, to be greater (Reeves et al., 2021).

4. Materials and Methods
4.1. Research Design

A descriptive research design was utilized through a questionnaire to gather employ-
ees’ views on key concepts relating to the impact of career orientation on organizational
commitment and performance. Thanavathi (2021, p. 6972) describes a descriptive research
approach as a theory-based pattern mode fashioned by gathering, analyzing, and present-
ing serene data. This allows researchers to gain insights into why and how research has
been conducted.

Participants

The target population for this study was from a provincial government department
in North West, ranging from subordinates to senior management. The sample comprised
300 employees. Accordingly, 300 questionnaires were distributed. However, out of 300
questionnaires, only 214 were correctly completed and returned.

Demographic Data Presentation

A total of 214 employees participated in this study. Among respondents, females
constituted a slight majority (52.7%) compared to males (47.3%). Most respondents were
single (54.4%), African (81.3%), and predominantly Setswana speakers (57.8%), reflecting
regional demographics. The majority were permanent employees (71.1%), held subordi-
nate positions (44.6%), possessed bachelor’s degrees (39%), and had working experience
primarily between 6 to 11 years (41.5%). The demographic statistics of the respondents are
presented in Figures 1-10 below, providing clear summaries and graphical presentations
for enhanced clarity and accessibility to demographic information.

Figure 1 shows that most respondents were female (52.7%), while males accounted for
only 47.3%.

As shown in Figure 2, respondents were asked to indicate their marital status; most
(54.4%) were single, followed by 39.7% being married, and only 4.4% being divorced.
Finally, only 1.5% of the respondents indicated that they were widowed.
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Gender

Female 52.7

Male

44.0 45.0 46.0 47.0 48.0 49.0 50.0 51.0 52.0 53.0 54.0
B Series1

Figure 1. Gender.

Marital Status

60.0 v

50.0
40.0 g
300
20.0
100 1.5
0.0 et
Single Married Divorced Widowed

Figure 2. Marital status.

Figure 3 indicates that most (81.3%) respondents were Africans, followed by 8% being
White. Around 7% of the respondents were colored, with only 3.7% being Indian.

Race

Indian 3.7

Colored

White

African

0.0 20.0 40.0 60.0 80.0 100.0

Figure 3. Race.
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Figure 4 shows that the majority (57.8%) of employees of the North West provincial de-
partment (Office of the Premier) who responded were Setswana-speaking people, followed
by those who speak English (13%), Afrikaans (9.9%), Sesotho (8.9%), IsiXhosa (6.8%), and
IsiZulu (3.6%). This shows that most respondents were Setswana speakers. This finding
was not surprising because the North West province is predominantly Setswana-speaking.

Home Language
60.0
50.0
40.0
30.0
20.0

3.6
- B RN
=

0.0
Setswana English Afrikaans Sesotho IsiZulu IsiXhosa

Figure 4. Home language.

Figure 5 indicates that the majority (42.3%) of the respondents’ ages ranged from
6 to 30 years, followed by 6% of those who were between the ages of 31 to 35 and 41
to 45, respectively. Approximately 5% of respondents were between the ages of 36 and
40, followed by 2% of those who were between the ages of 46 and 50 and less than 25,
respectively. Finally, only 1% of respondents indicated that they were above 51 years of age.

Age Group

—

2510 34 351044 45 to 54 5510 64 651074
years years years years years

45.0
40.0
35.0
30.0
25.0
20.0
15.0
10.0

0.0

Figure 5. Age group.

Figure 6 shows that most respondents (39%) obtained a bachelor’s degree, 32.3% held
a diploma, followed by 16.4% who had honors degrees, and 10% who had certificates. Only
1.5% of respondents had a master’s degree.
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Highest Level of Education

40.0

30.0

20.0

o -

0.0

' Certificate Diploma Bachelor’s Honors Master’s Degree
Degree

Figure 6. Highest level of education.

Figure 7 shows that most (71.1%) of the respondents were permanent employees,
followed by 16.9% who were fixed-term employees. Approximately 10% of the employees
were contractual. Finally, only 2% were temporarily employed.

Nature of Employment

80.0
70.0
60.0
50.0
40.0
30.0
20.0

2.0
00 gy D -

Temporary Contract Fixed Term Permanent

Figure 7. Nature of employment.

Figure 8 shows that the majority (44.6%) of the respondents worked as subordinates,
followed by 36.8% who worked as lower management. Around 17.6% occupied middle
management positions, while 1% occupied senior management positions.

Job Level

1.0

Senior Management
Middle Management

Lower Management (RN Gea

Subordinate

0.0 10.0 20.0 30.0 40.0 50.0

Figure 8. Job level.

Figure 9 indicates that the majority (41.5%) of the respondents” work experience was
between six and 11 years, followed by 36.7% who had work experience between zero and
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five years. Around 15.9% of respondents had work experience between 12 and 17 years,
followed by 3.9% who had work experience between 18 and 23 years and 3.9% who had
work experience of 30 years and above. Finally, only 0.5% of respondents indicated that
they had work experience of between 24 and 29 years.

Working Experience
45.0
40.0
35.0
30.0
25.0
20.0
15.0
10.0 3.9
0.5 1.4

05 -— &
0.0

0-5years 6-11years 12-17 years 18-23 years 24-29 years 39 years

& above

Figure 9. Working experience.

Figure 10 indicates that the majority (56.1%) of the respondents were promoted after
one to three years, followed by 30.7% who were not promoted since joining the organization.

Frequency of Promotion
60.0
50.0
40.0
30.0
20.0
2.6

o Pl

0.0

1-3 years 4-6 years 7-9 years None

Figure 10. Frequency of promotion.

Approximately 10.6% of the respondents were promoted after four to six years. Finally,
only 2.6% of respondents were promoted after seven to nine years.

4.2. Research Procedure

The researcher was granted ethical clearance and permission to distribute the ques-
tionnaires through a formal letter from the university. A request letter was sent to the North
West Provincial Department, which was subsequently approved by the Head of Human
Resources. Questionnaires were administered from office to office with clear explanations,
and participation was voluntary and anonymous.
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Measuring Instrument

In terms of the measuring instrument, an Organizational Commitment Questionnaire
(OCQ) was used to collect data on how accurate the items were for participants. Items such
as “One of the major reasons I continue working for this department is that leaving would
require considerable personal sacrifice and even if it were to my advantage, I do not feel it
would be right to leave”, were graded by allocating numbers from 1 to 4; that is, strongly
disagree (1), disagree (2), agree (3), and strongly agree (4).

4.3. Statistical Analysis

This section analyzes the data obtained by the questionnaires distributed to the em-
ployees, who range from subordinates to senior management. The analysis was performed
using descriptive statistics to describe the demographic variables of the participants. De-
scriptive statistics were also used to measure the effects of career orientation on the organi-
zational commitment and performance of the North West Provincial Department (Office
of the Premier). The overall scores of individual items on the affective commitment scale
were summarized using descriptive statistics.

Table 1 presents the mean scores on each of the items as well as the standard deviation.

Table 1. Descriptive statistics of the items of the affective scale (n = 211).

Std.
Mean Dev.
I'would be very happy to spend the rest of my career in this department. 2.58 0.674
I really feel as if this department’s problems are my own. 2.64 0.746
I do not feel like “part of the family” at this department. 1.97 0.785
I do not feel “emotionally attached” to this department. 2.70 0.787
This department has a great deal of personal meaning for me. 291 0.672
Right now, staying with my job at this department is a matter of necessity as much as desire. 2.98 0.654
I believe I have too few options to consider leaving this department. 2.99 0.638
One of the few negative consequences of leaving my job in this department would be the
. . . 2.98 0.710
scarcity of available alternatives elsewhere.
One of the major reasons I continue to work for this department is that leaving would
. . e 3.02 2.074
require considerable personal sacrifice.
Overall scale 2.77 0.482

In the scores presented in Table 1, a low score indicates disagreement (1), and a high
score indicates agreement (4). The scores on the affective commitment scale are high
according to the data presented in Table 1. Another approach used in the current study was
to present the results graphically to examine the percentage of respondents who agreed
(3 and 4 on the scale) with each statement.

Figure 11 shows the percentage of agreement for each statement. Based on the data
presented, 77% of the respondents agreed that one of the major reasons they continued
working for their department was that leaving would require considerable personal sacri-
fice, while 84% agreed that one of the few negative consequences of leaving their jobs in
this department was the scarcity of available alternatives elsewhere.

The majority (87%) of the respondents agreed that they believed they had too few
options to consider leaving their current department; 85% indicated that remaining with
their jobs in their current department was a matter of necessity as much as desire; 79%
agreed that their current department had significant personal meaning for them; 25%
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agreed that they did not feel like “part of my family” at this department; 60% agreed that
they really felt their department’s problems were their own; and 64% agreed that they
would be very happy to spend the rest of their careers in this department.

One of the major reasons | continue to work for this... A
One of the few negative consequences of leaving my job... A 84
| belive | have too few options to consider leaving this... A s7
Right now, staying with my job at this department is a... A s
This department has a great deal of personal meaning for me. A 79
This department has a great deal of personal meaning for me. [ 69
| do not feel like “part of my family” at this department. A s
| really feel as if this department’s problems are my own. A 6o
| would be very happy to spend the rest of my career in... A 64

0 20 40 60 80 100

Figure 11. Percentage agreement to the items of the affective scale (1 = 211).

Table 2 indicates the overall score on affective organizational commitment, the different
age groups significantly differ, as the p-value is greater than 0.05 (p = 0.003). Furthermore,
there were some differences in individual items, including the following:

e Right now, staying with my job at this department is a matter of necessity as much
as desire (p = 0.009): Respondents older than 55 to 64 would be significantly more
likely to be “staying with my job at this department is a matter of necessity as much
as desire”.

e  One of the few negative consequences of leaving my job in this department would be
the scarcity of available alternatives elsewhere (p = 0.046): Younger respondents aged
25-34 were least likely to associate with the company’s problem.

e This organization has a great deal of personal meaning for me (p = 0.034): As with
the company’s problems, the younger respondents of 25-34 years did not view the
organization as having much personal meaning for them.

e  One of the major reasons I continue to work for this department is that leaving would
require considerable personal sacrifice (p = 0.017): As with the company’s problems,
the younger respondents of 20-29 years did not view the organization as having much
personal meaning for them.

Table 3 shows a comparison of males and females regarding the affective organiza-
tional commitment items and total scale score. The mean scores were presented graphically,
and the differences were tested for significance using a f-test for independent measures.

The t-test information is presented in Table 4, which presents some differences between
male and female responses. The significant differences relate to the question, “I would be
very happy to spend the rest of my career in this department (p = 0.021). It appears females
are less likely to discuss the organization than men. For example, this is how the females
scored on the statement: This department has a great deal of personal meaning for me
(p = 0.001). It also appears that women are less likely to see the organization’s problems as
their own. This is reflected in their response to the following statement: One of the major
reasons I continue to work for this department is that leaving would require considerable
personal sacrifice (p = 0.035).
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Table 2. Descriptive statistics of the items of the affective scale (n = 211).

F-Value p-Value
I would be very happy to spend the rest of my career in this department. 1.481 0.21
I really feel as if this department’s problems are my own. 1.956 0.103
I do not feel like “part of my family” at this department. 1.526 0.196
This department has a great deal of personal meaning for me. 3.491 0.009
Right now, staying with my job at this department is a matter of
. . 2.47 0.046
necessity as much as desire.

I believe I have too few options to consider leaving this department. 1.265 0.285
One of the few negative consequences of leaving my job at this 266 0.034

department would be the scarcity of available alternatives elsewhere. ' ’

One of the major reasons I continue to work for this department is
. . . e 3.107 0.017
that leaving would require considerable personal sacrifice.

Overall 4127 0.003

Table 3. Mean scores of males and females on affective organizational commitment.

Gender
Male Female
I'would be very happy to spend the rest of my career in this department. 2.46 2.68
I really feel as if this department’s problems are my own. 2.56 2.71
I do not feel like “part of my family” at this department. 2.04 1.91
This department has a great deal of personal meaning for me. 2.72 3.05
Right now, staying with my job at this department is a matter of
. . 2.87 3.05
necessity as much as desire.
I believe I have too few options to consider leaving this department. 2.91 3.03
One of the few negative consequences of leaving my job at this 285 3.07
department would be the scarcity of available alternatives elsewhere. ' '
One of the major reasons I continue to work for this department is that
. . . g 2.78 3.22
leaving would require considerable personal sacrifice.
Overall 2.74 2.80

Table 4. Significant differences among males and females on affective organizational commitment: {-tests.

t-Value p-Value
I'would be very happy to spend the rest of my career in this department. —2.325 0.021
I really feel as if this department’s problems are my own. —1.439 0.152
I do not feel like “part of my family” at this department. 1.14 0.255
This department has a great deal of personal meaning for me. —0.609 0.543
Right now, staying with my job at this department is a matter of necessity
: —1.876 0.062
as much as desire.

I'believe I have too few options to consider leaving this department. —1.361 0.175
One of the few negative consequences of leaving my job at this 2126 0.035

department would be the scarcity of available alternatives elsewhere. ’ ’
One of the major reasons I continue to work for this department is that 1479 0.143

leaving would require considerable personal sacrifice.

Overall —0.94 0.348
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5. Results

This study discovered that, in terms of age and organizational commitment, most
older employees demonstrate a positive relationship with organizational commitment. This
is supported by the findings of Elkhdr and Aimer (2020) and Gasengayire and Ngatuni
(2019, p. 1), who indicated that older employees are more committed to the organization
and report significantly higher job satisfaction and organizational commitment than their
younger counterparts.

Furthermore, younger employees can leave the organization at any time because of
future job opportunities. Malik (2020, p. 3272) indicated that such employees are not
committed, reliable, or even loyal to the organization, unlike older employees who have
invested much in the organization, with their turnover intention fading with the years of
job tenure.

Based on experience and organizational commitment, this study established that
older employees who have remained in the job for a long time are more likely to be better
committed to the organization than newer and younger employees. According to Roberts-
Lombard (2020, p. 1851), the benefits of older employees include increased experience,
professionalism, work ethics, and knowledge, and lower turnover. This provides a sig-
nificant advantage for organizations in terms of increasing organizational performance
and effectiveness.

In terms of gender and organizational commitment, the present study revealed that
females were less likely to discuss the organization compared to men, who seemed more
forthcoming when asked about the organization. Interestingly, most respondents were
female (52.7%), while males accounted for only 47.3%. Therefore, this finding reflects
the complexity of gender dynamics as far as openness about organizations is concerned.
Similarly, Memon et al. (2019, p. 2408) found that women felt it was inappropriate to talk
in public.

Overall, the respondents indicated that the department held a great deal of personal
meaning for them. However, women were less likely to see the organization’s problems
as their own, which was reflected in their response to the following statement: “One of
the major reasons I continue to work for this department is that leaving would require
considerable personal sacrifice”. Thus, it also appears that women are less likely to see an
organization’s problems as their own.

This is supported by Peterson et al. (2019, p. 389), who found that organizational
commitment was higher among men than among women in four countries (Australia,
China, Hungary, and Jamaica) and higher among women than among men in two countries
(Bulgaria and Romania).

Research Results Based on Hypotheses

Hypothesis 1. Younger employees (aged 25-34) demonstrate higher affective commitment due to
emotional attachment.

Results supported this hypothesis. Respondents aged 25-34 significantly identified
emotionally with their organization, indicating it held considerable personal meaning for
them (p = 0.034).

Hypothesis 2. Older employees (aged 55—64) exhibit greater continuance commitment due to fewer
employment alternatives.

Results affirmed this hypothesis. Employees aged 55-64 reported significantly higher
continuance commitment, reflecting necessity-driven attachment to their current positions
due to limited alternatives (p = 0.009).
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Hypothesis 3. Female employees are less likely to openly discuss organizational problems than
male employees.

Results validated this hypothesis. Female respondents were significantly less inclined
to discuss their organization openly compared to their male counterparts (p = 0.021).

6. Discussion

This study revealed that most respondents (77%) agreed that one of the primary
reasons they continued to work for their department was that leaving would require
considerable personal sacrifice. Additionally, this study showed that 84% of respondents
agreed that one of the few negative consequences of leaving their jobs in their respective
departments would be the scarcity of available alternatives elsewhere. When employees
work for a long time in an organization, they will not easily leave because of their needs
(Aguinis, 2023).

The majority (87%) of respondents indicated that they believed that they had limited
job options outside their current department. Furthermore, 85% of respondents stayed
due to necessity. Interestingly, 75% of the respondents found personal meaning in their
work. Wang et al. (2020, p. 609) confirm that such individuals are psychologically and
emotionally dedicated and that they experience meaning in their work and congruence
between their own goals and values and the organization’s.

The demographic differences in employee commitment are also noteworthy. Younger
respondents (25-34) were emotionally attached to the organization and felt a sense of
personal meaning. This is supported by Soenanta et al. (2020), who indicated that affective
commitment is an employee’s emotional attachment to their organization and feeling
themselves to be a part of their organization. Thus, they will remain in the organization
because they like it (Nguyen & Khoa, 2020, p. 495).

The current study’s findings resonate with previous research, demonstrating that
younger employees” emotional attachment aligns with the affective commitment model
proposed by Somers et al. (2019, p. 649). Similarly, older employees’ necessity-based
attachment confirms the continuance commitment articulated by Otuohere (2021, p. 114),
highlighting perceived scarcity of alternative employment opportunities.

Older respondents (55-64) stayed due to necessity and fear of limited alternative job
opportunities. The gender differences observed align with Memon et al. (2019, p. 2408),
who noted similar disparities in openness and emotional connection to organizational
challenges. These results underscore demographic variables’ significance, aligning with the
previous literature yet offering new empirical insights specific to government organizations.

6.1. Recommendations

It is recommended that, during recruitment and selection processes, human resource
practitioners consider candidates aged between 25 and 34 since they are healthy potential
future employees of the organization. In terms of their responses, 64% agreed that they
would be very happy to spend the rest of their careers in the department. They associated
with the company’s problems and indicated that the organization had great personal
meaning for them. Birhane (2021) asserted that recruitment involves selectivity in staffing
to ensure the right employees are selected for the organization and that this involves
extensive and intensive processes of recruitment and selection according to predetermined
and standardized methods and techniques.

Based on this study’s findings, it is further recommended that older and experienced
employees (55-64) be used for internal training and development. Armed with experience,
they can sharpen the knowledge and skills of the employees aged 25-34. Additionally,



Businesses 2025, 5, 21

16 of 20

effective training programs can lead to greater commitment and lower employee costs
because training is a tool that can assist organizations in building a more committed and
productive workforce. This is important because training and development are crucial
strategic tools for the effective improvement of individual and organizational performance.

The findings showed that younger respondents aged 25-34 years did not view the
organization as having much personal meaning for them. Therefore, this study recommends
that the organization motivate and encourage this group to have a different picture of their
workplace so they are more committed to it and remain longer. Motivated employees
tended to be more and feel that they are an integral part of their organization.

6.2. Limitations

The data for this study were initially planned for collection from the 5th to the 31st of
March 2020. However, owing to unforeseen circumstances, the researcher started collecting
data on the 5th of March 2020, but this process was hampered by the advent of COVID-19,
which led the country to implement a lockdown in March. An extension was requested,
and the data collection process continued in September 2020 and was completed during
the same month. This caused a delay in the completion of this study within the anticipated
timeframe. Another limitation of this study is its sample size. The initial sample size that
was planned for this study was 300. Although 300 questionnaires were distributed, only
217 were returned. Of these 217, three (3) were spoiled questionnaires that could not be
used. The researcher used 214 questionnaires that were considered sufficient to yield the
required data.

7. Conclusions

This study investigated the nature of organizational commitment, focusing on employ-
ees’ perceptions of the North West Provincial Department (Office of the Premier) regarding
their level of organizational commitment. Most importantly, this study provided pertinent
information on organizational commitment according to age, gender, and tenure (number
of years in the organization). This study is significant because it provides empirical evi-
dence that age has a bearing on organizational commitment. The empirical evidence reveals
the significance of gender based on employees talking openly about the organization.

By examining organizational commitment using empirical research of this nature, this
study established that employees’ commitment level was linked to a lack of alternative
sources of employment and that attempting to leave their present department would require
many personal sacrifices. This was especially true for older respondents aged between 55
and 64 years because the older one becomes, the fewer job opportunities become available.
Naturally, most employers would prefer to invest in younger employees, as they are more
likely to stay with the company longer than older employees, who are nearing retirement.

The aspect of belongingness also loomed large in this study’s findings, with some
employees saying that they “did not feel like part of the family”. This finding resonates
with those of previous studies that link organizational commitment and age (Wang et al,,
2020, p. 609). This study also established that younger employees (aged 25-34) were less
likely to associate with the company’s problems. As such, the organization did not appear
to have significant personal meaning for them. This lack of meaningful attachment to the
company would most certainly affect the commitment level of such groups. Therefore,
companies must consider increasing their commitment to younger employees.

Ultimately, it can be inferred that a committed employee is likely to have a positive
attitude toward the organization and is more likely to be more productive because of a
sense of belonging or connection with the organization and its goals.
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This study critically examined the demographic factors influencing organizational
commitment within the Office of the Premier, North West Province. Results indicate sig-
nificant demographic correlations: younger employees demonstrated substantial affective
commitment, older employees reflected higher continuance commitment, and gender differ-
ences significantly influenced openness in discussing organizational issues. These insights
reinforce demographic considerations’ crucial role in organizational management, offering
strategic guidance for enhancing employee commitment and retention.

Future studies could examine nuanced ways to nurture and sustain organizational
commitment among all employees. Additionally, future research could use a larger sample
size, which would make these findings more generalizable. Furthermore, future research
should expand sample sizes and explore interventions tailored explicitly for younger
employees to foster deeper organizational connections.
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