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Relationship between Organizational 
Responses to Nonwork and the 

Three Dimensions of Organizational 
Commitment
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Shinsaku Matsumoto***

ABSTRACT
This study aimed to examine the relationship between organizational 
commitment and two types of organizational responses to nonwork based 
on Kirchmeyer's study (1995).  It also examined influence from individual 
attributes to the relationship.  The result of a survey of 1348 employees 
from five Japanese firms showed that two response types were differently 
related to three dimension of organizational commitment.  A type of response 
providing flexibility and consideration for employees' nonwork domains was 
suggested to be effective to enhance affective and normative commitment.  
Unlike the result of Kirchmeyer's study (1995), protective support assuming 
responsibility for employees' nonwork lives was found to have somewhat 
strong correlation with affective commitment.  Parental status and 
occupational category did not affect the relationship.  Implications of the study 
are discussed.

INTRODUCTION

Organizational commitment has been attracting researchers and manage-

ment practitioners, because it is argued to be related to favorable outcomes for 

*Tokyo Fuji University
**Institute of Asia-Pacific Studies Waseda University The second author passed 

away on September 3, 2003.
***The Japan Institute for Labor Policy and Training
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organizations, such as higher performance and productivity, and lower absen-

teeism and tardiness (Bateman & Strasser, 1984; Morris & Sherman, 1981). 

Although numerous studies have been conducted to identify its antecedents, 

most of them have been limited to personal factors and work-related charac-

teristics, and far less attention has been paid to the nonwork domain (Romzek, 

1989).  With the growing importance of the nonwork domain for working 

people in developed countries such as U.S., Germany, and Japan (Misumi & 

Yamori, 1993), employer's support for employees' nonwork participation might 

be a significant antecedent of organizational commitment.

Empirical studies examining organizational responses to employees' 

nonwork participation have focused mostly on childcare support and flextime. 

Some studies have found a favorable relationship between such responses and 

work attitudes (Pierce & Newstrom, 1983; Youngblood & Chambers, 1984), 

while others found no clear relationship (Christensen & Stains, 1990; Miller, 

1984).  Therefore the results of existing studies are inconsistent regarding po-

tential outcomes of organizational responses to the nonwork domain.

Two types of organizational response to nonwork
Kirchmeyer (1995) pointed out the theoretical shortcomings of empirical 

investigation in this area, and argued that a conceptual framework rather than 

examining individual practices was important for the literature.  Using a frame-

work based on works by Kanter (1977) and Hall & Richter (1988), she made 

an empirical study of the effect of organizational responses to the nonwork do-

main on organizational commitment.  In her study, nonwork friendly responses 

were classified into two categories according to the orientation towards the 

employer-worker relationship.  They were termed integration and respect.

In the case of integration, organizations regard employees' nonwork do-
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main as the employers' responsibility.  Examples of this type of response are 

company-sponsored recreation centers, childcare, financial and legal services 

in addition to marriage and other kinds of personal counseling.  Kirchmeyer 

(1995) explained that the employee is a dependent party passively receiving 

the protection and benefits from the powerful employer.

The respect response refers to "the employer acknowledging and valuing 

nonwork participation of workers, and committing to support it", but rather

than "taking over employees' nonwork responsibilities, they provide employ-

ees with the personal resources to fulfill such responsibilities by themselves" 

(Kirchmeyer, 1995, p.517).  Examples are flextime, alternative work arrange-

ments and policies that discourage work-related travel on weekends.  In 

the case of the respect type of response, a mutual relationship exists where 

employees are considered capable of self-determination, and both parties are 

equally dependent on one another.  Compared to the integration response, re-

spect was explained as less paternalistic, in that employees are independent of 

rather than dependent on the employer.

Using a sample of Canadian managers from wide range of public and 

private organizations, Kirchmeyer (1995) examined the effects of these orga-

nizational responses on organizational commitment using regression analysis, 

and found that only the respect response had a significant positive relationship 

with organizational commitment.  This result suggests that a highly paternalis-

tic type of organizational response is less effective in enhancing organizational 

commitment than the type of response where employees cope with nonwork 

requirements by themselves.  In a similar study of school district employees, 

Cohen (1997) found an almost identical result.  However, because these stud-

ies used only specific types of participants, the generalizability of these find-

ings remains dubious.
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Kirchmeyer (1995) pointed out that the distribution of her sample was 

skewed towards the respect response, with only a minority of the participants 

perceiving the integration response as typical.  Cohen (1997) also stated that 

the respect response was more common in his sample than the integration re-

sponse.  Therefore, it seems worthwhile to examine the effectiveness of these 

two types of organizational response to nonwork in a different socio-cultural 

context where organizations demonstrate a greater preference for utilizing an 

integration response to nonwork life.

The purpose of this study was to examine the relationship between these 

two types of organizational responses to nonwork and organizational commit-

ment.  It also examined how individual attributes influence this relationship.  A 

multidimensional concept of organizational commitment was employed in this 

study to explore how organizational responses were related to commitment. 

The two types of organizational response to nonwork may be differently re-

lated to each dimension of commitment, and if such differences exist, they may 

be helpful in understanding the nature of organizational responses to nonwork. 

This study sought to contribute to the literature by providing more detailed 

empirical evidence as well as examining the generalizability of the conceptual 

framework.  The multidimensional approach to organizational commitment 

may be especially helpful for strategic management planning, because it may 

indicate the potential outcome of each dimension.  Although all three dimen-

sions were found to have a relationship with employee retention, they were 

related differently to outcomes, such as job performance, organizational citi-

zenship behavior, and other reactions to work (Meyer & Allen, 1997).

Corporate welfare in Japanese fi rms
Japanese firms, at least large ones, have typically provided a wide range 
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of nonwork services such as housing, education, loans, sports activities, fam-

ily assistance, and use of social facilities (Dore, 1973; Lincoln and Kalleberg, 

1990).  This paternalistic support for employees has been regarded as a defin-

ing characteristic of Japanese employment practices, and the levels of corpo-

rate welfare were found to be far greater than U.S. firms (Lincoln and Kalle-

berg, 1990).

This extensive nonwork support seems consistent with Kirchmeyer's

(1995) integration-type of organizational response to nonwork life.  According 

to Kirchmeyer (1995), extreme examples of the integration response were 

seen in early American corporations where workplaces became "total institu-

tions" in the form of company towns providing for worker's family, community, 

and recreation needs.  Such extreme examples seem similar to the welfare 

services provided by Japanese firms.  This similarity was also found in Lincoln 

and Kalleberg's (1990) description of Japanese corporate welfare as a strategy 

"to integrate the employee's family within the firm".  In this study, therefore, 

we defined such paternalistic corporate welfare as integration.

Japanese firms do not exclusively employ the integration approach to 

employees' nonwork life.  The values and lifestyle of working people have 

become more individualistic and diversified than ever before in Japan.  People 

want more freedom of choice.  In response to such changes, firms provide em-

ployees with a range of services which employees are free to utilize depend-

ing on their individual needs.  Flextime is one example of such new practices. 

Firms provide other forms of support for employees nonwork lives to enable 

them to cope with nonwork requirements for themselves.  We define this type 

of response as respect.
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Hypotheses
Meyer's (1991) three-dimensional model of organizational commitment 

characterizes how employees are linked to organizations.  Affective commit-

ment refers to the employees' attachment to the organization.  Continuance

commitment refers to an awareness of the costs associated with leaving the 

organization.  Normative commitment refers to perceived obligation to remain 

with an organization.

There are numerous studies examining the relationship between af-

fective commitment and its hypothesized antecedents, with rewarding and 

fulfilling work experiences that enhance employees' perception of self-worth 

being found to have the strongest and the most consistent correlation.  Of sev-

eral personal characteristics, perceived competence was reported to have the 

strongest link with affective commitment (Mathieu and Zajac, 1990).

Compared with the affective dimension, there has been far less empirical 

examination of continuance commitment.  Conceptually, it develops as a result 

of any action or event that increases the costs of leaving the organization.  Per-

ceived cost such as retirement money, status, and job security that employees 

might forfeit by leaving their organizations were positively correlated with 

continuance commitment (Whitener & Walz, 1993).

Although antecedents of normative commitment have been identified 

theoretically rather than empirically, early socialization is thought to develop 

this dimension of commitment.  It is also assumed that the investments organi-

zations make in the employee provide a basis for the development of normative 

commitment.  Empirically, work experiences that predict affective commitment 

and that are particularly associated with supportiveness, have also been found 

to be related to normative commitment, albeit less strongly (Meyer & Allen, 

1997).
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The integration response is assumed to enhance the employee's percep-

tion of self-worth, because they might recognize that they are supported or 

protected by the organization because of their value to their employer.  The 

respect response is based on a type of support that provides resources for em-

ployees to enable them to manage the work-nonwork interface so as to enrich 

their daily work experience, and make it more fulfilling.  Hence, the following 

hypothesis was drawn.

Hypothesis 1a.  Affective commitment will be positively related to inte-

gration and respect responses.

Kirchmeyer (1995) did not provide any reason for her finding that affec-

tive organizational commitment was more closely related to respect than was 

integration.  In this study, we tried to find some explanation for this difference. 

Of the two types of response, respect is supposed to effect daily work experi-

ences, while integration is not directly related to them.  Respect is also sup-

posed to be related to perceived competence, because individuals who experi-

ence enhancement of capacity to meet work demands as the result of this type 

of response may perceive their own contribution to the organization.  Integra-

tion, however, will not be related to personal competence, because employ-

ees are assumed to be the passive recipients of protection and benefits from 

employers.  Therefore, respect rather than integration may be related to work 

experience and personal competence that are reported to have the strongest 

and most consistent correlation with affective commitment.  This assumption 

leads to the following hypothesis:

Hypothesis 1a'.  Affective commitment will be more strongly related to 
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the respect response than to the integration response.

The integration response includes costly services and facilities.  Large-

sized organizations usually provide employees with more extensive and 

expensive welfare services than small ones.  Because it is difficult to move 

from large organization to another in Japan, it is assumed that the integration 

response is perceived as imposing a large cost on employees if they leave 

their employer.  The respect response, on the other hand, may not be related 

to continuance commitment.  This is because continuance commitment is not 

directly related to daily work experiences that are assumed to be enhanced by 

the respect type of response.

Hypothesis 1b.  Continuance commitment will be positively related to 

the integration response, but will not have a significant relationship with the 

respect response.

The integration response is assumed to be perceived as the organiza-

tion's investment in its employee.  Investments for which it is difficult for the 

employee to reciprocate are thought to develop normative commitment (Meyer 

& Allen, 1991).  The integration response involves costly support, and may be 

perceived as investments for which employees have little possibility to recip-

rocate.  Previous study results have shown that work experiences are posi-

tively correlated with normative commitment, so the respect response that is 

assumed to influence daily work experience may also have some relation with 

normative commitment.  Hence, the following hypothesis was proposed.

Hypothesis 1c.  Normative commitment will be positively related to the 
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integration and respect responses.

Employees with children usually have more responsibilities for nonwork 

domain than employees without children.  Therefore parents are supposed to 

have a greater need for the integration type of response in the form of non-

work services such as housing and family care than non-parents.  The respect 

response may also help parents to cope with nonwork demands.  Therefore, 

parents may be sensitive to both types of responses, and the loss of such re-

sponses may make the cost of leaving the organization greater for parents than 

non-parents.  Parents' sensitivity to these responses may make them conscious 

of organization's investment in them, and as a result they may feel an obliga-

tion to reciprocate.  Consequently, the degree to which the integration and re-

spect types of response enhance continuance and normative commitment may 

be greater in the case of employees with children than non-parents.

Hypothesis 2a.  The relationship between continuance commitment and 

organizational responses to nonwork (integration / respect) will be stronger for 

parents than non-parents.

Hypothesis 2b.  The relationship between normative commitment and 

organizational responses to nonwork (integration / respect) will be stronger for 

parents than non-parents.

Previous research generally suggested that employees' affective com-

mitment was more strongly influenced by their perception of the organization's 

fairness than by whether they got what they wanted (Meyer & Allen, 1997). 

This suggestion leads to the expectation that organizational responses to 
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nonwork will be perceived as fair treatment by employees, and will enhance 

affective commitment of both parents and non-parents.  This proposition is as-

sumed to apply to both the integration and the respect responses, in so far as 

both can be perceived as fair treatment.

Hypothesis 2c.  Organizational responses to the nonwork domain (inte-

gration / respect) are related to affective commitment regardless of parental 

status.

In Japan, firms recruit human resources mainly as new school graduates. 

They do not usually specify job categories at the time of recruitment, but de-

velop employees' occupational or job skills after hiring.  Education and training 

programs, and job rotation are usually designed to develop broad and general 

skills applicable anywhere in the organization.  This tendency is particularly 

strong for non-professional employees.  One empirical study has suggested 

that job rotation was designed to develop broad general job skills for non-pro-

fessional staff, but specialized skill and knowledge for professional or engineer-

ing white-collar at least in early career stage in Japan (Japan Institute of Labor, 

2000).

Employees who have developed general skills and knowledge confined 

to a specific organization are supposed to become passive and dependent on 

their employer.  However, workers trained for a profession rather than for an 

employer are supposed to become independent of their employer, because 

their skills are transferable to other organizations.  Therefore, the relationship 

between employers and employees is assumed to be more equal for profes-

sional or engineering staff than for other types of occupations.

Integration is a type of response where the employee is dependent on 
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a powerful employer.  Therefore, the relation between non-professional em-

ployees and their employer may be regarded as consistent with the employer-

employee relationship under integration.  Respect, however, is a type of 

response where the employee is independent of, and equal to the employer. 

Such a relationship between the employee and the employer seems consistent 

with that between professional employees and their employer.  Thus, the type 

of response which is related to organizational commitment is assumed to vary 

depending on the occupational type of the recipient.  The type of response con-

sistent with the recipients' occupational status is assumed to be more strongly 

related to their organizational commitment than the response which is incon-

sistent.

Hypothesis 3a.  The relationship between organizational commitment (af-

fective / normative) and the respect response will be stronger for professional 

or engineering employees than other types of employees.

Hypothesis 3b.  The relationship between organizational commitment (af-

fective / continuance / normative) and the integration response will be stronger 

for non-professional employees than professional or engineering employees.

METHOD

Participants and procedure
The data used in this study were obtained from a larger survey broadly 

examining the work situation and attitudes of people working in various types 

of organizations in Japan.  The original survey was conducted through the per-

sonnel divisions of the participating organizations.  The research group distrib-
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uted 2800 self-administered questionnaires with a covering letter from each 

firm's management or personnel division requesting cooperation in the survey, 

and a high response rate of 91.7  was obtained.  The completed question-

naires were either returned directly to the researchers in the pre-paid enve-

lopes, or were returned via the personnel division in sealed envelopes.

Because some of the hypotheses were based on Japanese employment 

practices which have been traditionally applied to male employees belonging 

to large enterprises, we chose firms with more than 1,000 employees and ex-

tracted male respondents from them.  A sample of 1,348 individuals was drawn 

from five firms ranging in size from 2,333 to 44,182 employees.  Four firms 

were manufacturers, and one was a finance company.

The occupational distribution of the respondents was clerical or adminis-

trative staff (15.1 ), technical and engineering (30.5 ), professional specialist 

(1.3 ), sales staff (23.8 ), and blue color (29.3 ). Participants' age ranged 

from 19 to 59, and average was 36.7 years old (SD=8.60).  68.2  were mar-

ried, and 59.9  had at least one child.  The professional specialist and techni-

cal and engineering categories were treated as professional employees.

Measures
Organizational commitment. The three dimensions of organizational 

commitment were measured.  Based on Allen and Meyer's (1990) scale, ques-

tion items representing the three dimensions were drawn up in Japanese.  The 

items measuring affective commitment were designed to express personal at-

tachment and strong identification with the organization such as "I feel I am a 

part of this company."  The items for continuance commitment were designed 

to describe the anxiety and subjective cost of leaving the organization. A 

sample item is "I shall feel uneasy if I leave this company."  The items for nor-
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mative commitment were designed to represent loyalty and obligation to the 

organization such as "I feel so much obligation to the members of this company 

that I won't leave."  Each dimension was represented by three items which 

were scored on a 5-point Likert scale with higher scores indicating higher 

levels of commitment.  The Cronback's s of .83, .85, and .82 attained in this 

study are somewhat higher than the results .86, .82, and .73 obtained by Allen 

and Meyer's (1990) original three 8-item scales.

Organizational response to nonwork. Degree of practices to support 

employees' nonwork participation was employed as the organizational response 

variable.  Perceptions rather than objective indicators were used because 

perceptions was assumed to determine human behavior or attitude directly 

whereas the influence of objective environmental conditions was assumed to 

operate indirectly through perceptions.

As a measure of the integration type of response, one item "this orga-

nization is well-equipped with welfare facilities and services" was used.  The 

practices employed by the five participating firms were financial support pro-

grams like nest-egg savings, and pension insurance.  They also provided resi-

dential support like company-owned housing, and funds for home-buying.  Rec-

reational support included access to resort accommodation, sports facilities, 

and various club activities.  These services are all typical welfare programs for 

employees in Japan.  A 5-point scale ranging from disagree to agree was used.

Four items were used to measure the respect type of response relating 

to organization and workplace.  The items are (1) "is considering so that em-

ployees can cope with both work and nonwork domains", (2) "avoids business 

travel and meeting on evenings and weekends", (3) "cares about employee's 

family and private life", and (4) "is flexible about employee's work schedules". 

Again, respondents selected from a 5-point scale with higher scores indicating 
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higher levels of agreement.  A Cronback's  of .72 was obtained for respect.

Control variables. Personal characteristics of age, parental status, 

and occupation were used as control variables.  Age was measured by years, 

and parental status and occupational type were dichotomous variables coded as 

0 = non-professional, 1 = professional for occupation, and 0 = has no child, 1 

= has at least one child for parental status.  Professionals and engineers were 

classified as professional, and other types of occupation were classified as non-

professional.

As work-related control variables, satisfaction with the job itself (six 

items), with the supervisor (four items), with coworkers (three items), and 

with pay and promotion (four items) were employed, because previous studies 

reported that they were correlated with attitudinal and calculative organiza-

tional commitment, such as affective and continuance commitment (Mathieu 

and Zajac, 1990).  Sample items for each of these control variables are "I have 

a sense of achievement in the job that I am doing now" for satisfaction with job 

itself; "my supervisor values my job and trusts me" for satisfaction with super-

visor; "I have good relationships with people at my workplace" for satisfaction 

with coworkers; and "pay and promotion are decided fairly and objectively" for 

satisfaction with pay and promotion.  Respondents answered using a 5-point 

Likert scale with higher scores indicating higher satisfaction.  Cronback s of 

.83, .88, .85, and .85 respectively were obtained.

Analysis
The research hypotheses were assessed by hierarchical multiple re-

gression analysis.  The three dimensions of organizational commitment were 

regressed on the control and organizational response variables, and the inter-

action effects of the responses and two personal characteristics.  Each regres-
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sion was conducted as follows.  In the first step, the personal control variables 

(age, sex, parental status, and occupation) were entered.  In the second step, 

the four work-related control variables (satisfaction with job itself, the supervi-

sor, the coworkers, and pay and promotion) were entered.  After controlling for 

these effects, organizational response variables were entered in the third step. 

In the final two steps, interaction effects with either of the response variables 

were entered.  Interactions of responses and parental status were entered in 

the fourth step, and interaction of responses and occupation were entered in 

the fifth step.  Following to Cronbach (1987), the deviation scores were entered 

into the equations instead of the raw scale scores to avoid multicollinearity.

RESULTS

Relationship between organizational responses to nonwork and organizational 
commitment

The descriptive statistics, internal consistency reliabilities, and intercor-

relations among the variables are shown in Table 1.  The means for respect 

and integration were 2.65 and 3.07 respectively.  The distribution of the re-

spondents was concentrated around rather higher levels for integration, rather 

lower levels for respect.

The two types of organizational responses had significantly positive cor-

relation with all three dimensions of organizational commitment.  Affective 

commitment was correlated somewhat more strongly with respect (r = .35 at p

< .001) than with integration (r = .28 at p < .001).  Likewise, normative com-

mitment had also a stronger correlation with respect (r = .36 at p < .001) than 

with integration (r = .25 at p < .001).  Continuance commitment had identical 

correlation with both response types, with correlation coefficients of .19 (p < 
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.001).

The results of the regression analysis are shown in Table 2.  As for af-

fective dimension, at step 1, personal variables explained 5  of the variance 

in this dimension.  It showed that older people were more attached to their 

organizations than younger people.  Professional employees were found to be 

less affectively committed to the organization.  At step 2, satisfaction variables 

explained a further 30  of the variance.  The more satisfied individuals were 

with their job, coworkers, and compensation systems, the more they were af-

fectively committed to the organization.  The amount of variance explained by 

these work-related variables was the biggest, which is consistent with the vast 

majority of earlier studies.

With the entrance of organizational response variables in step 3, another 

1  of variance was added to the equation.  It was statistically significant ( F

(2, 1240) = 11.89, p = .000).  The standardized multiple regression coefficients 

of respect and integration were .07 (p = .013) and .09 (p = .000) respectively, 

which reveals that the two types of responses had almost the same amount of 

relationship with affective commitment.  Because both integration and respect 

were found to be positively related to affective commitment, hypothesis 1a was 

supported.  However, as the two responses were related to almost the same 

degree, hypothesis 1a' was not supported.

As for continuance commitment, personal variables entered at the first 

step explained 5 .  Older employees and employees with children perceived 

higher costs to leave the organization.  After the work-related variables ex-

plained another 5  variance, the response variables entered at step 3 ex-

plained further 2  of variance.  It was also statistically significant, F (2, 

1241) =13.64, p = .000.  Of the two response variables, only integration sig-

nificantly explained continuance commitment.  Of all the predictors, the inte-
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gration was found to be  most strongly related to continuance commitment ( =

.13, p = .000).  Because integration but not respect was positively related to 

continuance commitment, hypothesis 1b was supported.

As for the normative dimension, the personal variables entered at the 

first step explained 1  with the only significant effect being sex.  At step 2, 

work-related variables add 18  of explained variance.  As with the affective 

dimension, the more challenging the job, the better the relationship with co-

workers, and the fairer the compensation system, the more individuals felt 

normatively committed to the organization.  The response variables entered in 

the third step made an incremental contribution to the equation ( R2 = .04, F

(2, 1239) = 31.08, p = .000).  The  for respect was .19 (p = .000), showing 

the greatest contribution of all the independent variables.  The  for integra-

tion was .08 (p = .004), indicating a significant relationship.  Therefore, hy-

pothesis 1c, which predicted a positive relationship between the two responses 

and normative commitment, was supported.

Interaction effects of organizational responses and personal factors
The interaction products were entered into the equations at the last 

two steps.  The cross-products of parental status and organizational response 

entered at step 4 did not add to explained variance significantly for any of the 

three dimensions of organizational commitment.  Thus, the results did not sup-

port hypotheses 2a and 2b.  Hypothesis 2c that predicted no effect from paren-

tal status, was supported.

At step 5, interactions of occupation and response variables were entered 

into the equation.  They did not add to explained variance significantly for any 

of the three dimensions of commitment, showing that hypotheses 3a and 3b 

were not supported.
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DISCUSSION

The result of this study showed that both types of responses had a posi-

tive relation with all three dimensions of organizational commitment.  As 

expected, after controlling for the effects of other variables, both integration 

and respect had a significant positive relationship with affective and normative 

commitment, but only integration was significantly related to continuance com-

mitment

As for comparative relatedness of the two response types to affective 

commitment, we hypothesized that respect was more closely related than 

integration.  This research result, however, showed that integration was also 

considerably related to affective commitment.  This finding was not necessarily 

consistent with the results of Kirchmeyer's (1995) study, where only respect 

was found to be related to affective organizational commitment.  The reason 

may be related to differences in culture and employment practices between 

Japan and North America.

In individualistic western culture, it is usually not acceptable to poke 

one's nose into an individual's private affairs.  In such a culture, an integra-

tion response, where employers are involved more directly in the individu-

als' nonwork life, might not be as effective as the respect response, where an 

individual's privacy is more encouraged and respected.  In the North American 

labor market, the employment contract is limited engagement, where there 

is market-based exchange between employees and employers.  Given such 

employment practices, the integration response, which suggests powerful 

employers and protected employees, might be less effective than the respect 

type, which suggests mutuality in labor relations.  In the collectivistic Japanese 
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culture and in the Japanese labor market where life-long employment practices 

exist at least in large-sized firms, integration might be expected to be more 

influential than in North America.

Integration was not the only response that related to organizational com-

mitment in this study.  The respect type of response, however, had a consid-

erable relationship with commitment except for the continuance dimension, 

and in this study, the relationship with normative commitment was found to 

be especially strong.  The results seem to suggest that the respect response 

is effective for enhancing commitment generally regardless of differences in 

cultural or employment practices, although cultural difference were found to 

influence its strength.

Parents were assumed to be more vulnerable to the effects of organiza-

tional responses to nonwork than non-parents, and to have greater continuance 

and normative commitment when they perceived higher levels of response. 

But this hypothesis was not supported.  A possible explanation is that organi-

zational responses to nonwork were not only important for parents but also for 

non-parents at least for the response items in this study.  Even non-parents 

might have regarded the responses as the cost associated with leaving the 

organization.  Grover and Crooker (1995) found that workers had enhanced 

commitment to employers that offer family-friendly policies, regardless of the 

extent to which they personally benefit from those policies.  They provided 

some potential explanations for this result, and one was that social information 

processing might have influenced the commitment of the overall population. 

That is, employees who received the benefits might have a positive reaction, 

which they in turn share with their coworkers.  This explanation could be ap-

plied to the results of this study.  Through socialization experiences, which are 

presumed to be an important antecedent of normative commitment, even non-
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parents might have shared a feeling of obligation to remain.

As expected, higher affective commitment was associated with higher 

responses regardless of parental status.  Meyer & Allen (1997) pointed out that 

researches to date have generally suggested that affective commitment was 

more closely related to perceptions of fair treatment than to satisfaction with 

personal outcomes.  Consistent with these previous findings, organizational re-

sponse to nonwork could be perceived as fair reward for employees and might 

have been related to attachment to the organization even for non-parents.

The hypothesis that types of responses related to organizational com-

mitment varied depending on occupation was not supported either.  One of 

the possible reasons may be that professionals accounted for only 1.3  of the 

respondents.  The category, 'professional or engineering employees', consisted 

almost entirely of engineers (96 ).  Professionals but not engineers could 

have a mutual or equal relationship with their employers.  Any other possible 

reason is that many professionals in Japan are organization-specific profession-

als, not universal specialists who can move across organizations.  Higuchi (1998) 

stated that there is no external labor market in Japan even for professional 

workers.  If so, professional and engineering employees would not have a more 

equal relationship with their employers than non-professionals. 

Implications
Organizational responses to nonwork were found to have incremental 

explanatory power for organizational commitment over and above work-related 

factors that had previously been known as important antecedents.  This sug-

gests that the organization's support for employees' nonwork participation 

should be considered to enhance employees' commitment.  This study showed 

how the different dimensions of organizational commitment were related to 
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different types of organizational responses to nonwork.  These findings will 

contribute to the construction of a framework for research in this area.

Unlike the results of Kirchmeyer's study (1995), the integration response 

was found to have a significant relationship with organizational commitment 

after the effects of other variables were controlled.  This was thought to be 

caused by the influence of culture and employment practices in Japan.  We also 

found that the respect type had considerable relationship with commitment ex-

cept for the continuance dimension.  This result seems to suggest that a type 

of response providing flexibility and consideration for the employees' nonwork 

participation is universally effective in enhancing employee's attachment and 

loyalty to the organization regardless of differences in culture and employment 

practices, even though the strength of the effect varies depending on the work-

place context.

Employees with strong affective commitment are suggested to be more 

valuable employees than those with weak commitment, because affective com-

mitment has been reported to have a positive relation with favorable outcomes 

for the organization such as performance and citizenship behavior (Meyer & 

Allen, 1997).  Similar effects are reported for normative commitment (Meyer 

& Allen, 1997).  Thus, the organization's consideration for employees' nonwork 

life might lead to favorable outcomes not only for working individuals but also 

for the organization itself.

Employees with strong continuance commitment, however, are less 

likely to make positive contributions to the organization, as they might be 

poorer performers, engage in fewer citizenship behaviors and exhibit more 

dysfunctional behaviors than those with weak continuance commitment (Meyer 

& Allen, 1997).  Therefore, the evidence about whether the integration re-

sponse had sizable correlation with continuance commitment is disconcerting. 
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However, it should not be concluded that the organization should abolish the 

integration response, because it also has considerable positive correlation with 

affective commitment.  In the light of its positive relation with respect, these 

two types of responses might be effective when firms employ them together.

The result of this study showed that individual attributes had no signifi-

cant effect on the relationship between organizational responses and organiza-

tional commitment.  This may mean that the organizations' nonwork support 

will cover wide range of effectiveness regardless of individual difference.

Limitations and future research
This research design was cross-sectional, and could not show causal 

relationships.  People who were committed to the organization might have 

perceived more support from the organization for their nonwork life than ones 

who were not.  Another limitation was that only five organizations participated 

in this study, and the extent to which the findings can be generalized remains 

unknown.

We defined corporate welfare as the integration response in this study, 

because of the similarity between the wide range of services and facilities 

usually provided for employees and their families and Kirchmeyer's (1995) 

terminology.  Indeed, the firms which participated in this study had services 

or programs that seemed to correspond to the integration response.  Although 

many of welfare services in Japanese firms are surely integrating employee's 

nonwork life in their affairs (Dore, 1973; Lincoln and Kalleberg, 1990), single-

item measure is not ideal admittedly.  However, the intent of this study was 

mainly exploratory to construct a framework for examining the effectiveness 

of organizational responses to nonwork.  Future studies will need to develop 

reliable instruments to measure integration as well as respect containing broad 
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programs and services for employee's nonwork life.  Recently, employee de-

mands for such corporate welfare have become diversified as a result of the 

diversification of workers themselves and their sense of values.  Given this 

rapid transition and diversification in nonwork demands, it will be necessary to 

confirm the conceptual validity itself by incorporating a variety of services and 

programs.  Also, there could be response types other than respect and integra-

tion.

The subjective perception of organizational responses instead of objec-

tive indicators of nonwork support was employed in this study because percep-

tion but not actual environmental condition was assumed to influence people's 

attitudes directly.  However, objective measures such as actual implementation 

of these practices, and allocation of finance to these practices might be fruitful 

for constructing a framework.  If a dynamic framework including objective in-

dicators together with employees' perception can be developed, it will provide 

a basis for understanding and implementing organizational responses to non-

work.

The results showed that parental status and occupational categories did 

not influence the relationship between organizational response to nonwork and 

organizational commitment.  There might be other factors influencing it.  Ota 

(2000) pointed out that personal factors like personality and perceived relation-

ship between work-nonwork might influence such multiple role outcomes as 

well-being and work attitudes.  People with high self-efficacy or positive at-

titudes toward work-nonwork participation may be vulnerable to the respect 

type of response, whereas people with low self-efficacy or passive attitudes 

may be vulnerable to the integration response.

In future, it will be important not only to establish appropriate scales to 

indicate the conceptualization of organizational responses, but also to examine 



54

26

the data for different types of industries, and occupational categories with dif-

ferent employment practices.
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