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Abstract

In this study, the affective commitment that is ook the components of
organizational commitment put forth by Allen and yde (Allen, Meyer 1996)
will be differentiated from the other commitmentmaonents. The importance of
creating an emotional commitment to organizationk pe examined and the
organizational factors needed to form organizatiooammitment will be
investigated. Also, organizational silence is aatibn that the company avoided.
In the study, the reasons and the drawbacks aficglare focused on and the
factors that cause employees to remain silentiaceissed.

The aim of this study is intended to manifest tekationship of ‘organizational
silence' with affective commitment’ which is one d&he components of
‘organizational commitment’ on the basis of litem&t In this study, a negative
correlation between affective commitment and orgaiional silence is suggested.

Key Words: Organizational Commitment, Affective = Commitment,
Organizational Silence
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1. INTRODUCTION

In 1960, Becker in his researches claimed thaethployees never commit to the
organization emotionally, but they just do is tottioue working because they do
not want to lose its status and salary.

Meyer and Allen identify three components of conmaht: affective
commitment, continuance commitment, and normatoraraitment. The common
point of organizational commitment components & the employees continue to
remain in the organization whatever they feel pasior negative. On the other
hand, the employees who have strong affective comemt continue to work in
the organization because they want to. When emptoyerceive that “their”
organization acts as a “true organization”, thegmfgoositive images about it.
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They feel proud to identify with such an organiaatidevelop their self-esteem,
form affective bonds with the organization and maerts to perform better.

The managers tend to avoid any information that suygest the weakness of
them. The fear of receiving negative feedback ftbensubordinate forces them to
create a climate of silence. The employees feelpedled to remain silent. In this

study the relationship between organizational sgeand affective commitment is
researched.

2. ORGANIZATIONAL COMMITMENT

Organizational commitment is a psychological conceflecting the relationship
between the employees and the organization (Bedk&0; qtd. Wei, Tai, 2010:
904). It is the way of employees to perceive thganization and response to it
(Mowday, 1979; gtd. Uygug, Cimrin 2004: 92). “Thapoyees who are strongly
committed to the organization are those who arestldikely to leave the
organization” (Allen, Meyer, 1990: 1). As Balci ntiemed in his studies, the
individuals who are committed to the organizatisrgrk as more compatible,
productive, and loyal (Bayram, 2005: 126).

In 1960, Becker in his researches claimed thaethployees never commit to the
organization emotionally, but they just do is tantioue working because they
don’t want to lose its status and salary (Gul, 208@). According to side-bet

theory, he pointed out that employees don’t leavekimg in the organization in

order to protect their hidden benefits. For ins&ara person thinks to give up his
job which he took two months before because ofteeb@b offer. But the ones

giving up his job before the end of a year areechlis untrustworthy in his work
circumstances. So the person refuses the new febtofbe afraid of to be called
such a way (Becker, 1960: 35-36).

3. MEYER AND ALLEN'S THREE COMPONENT MODEL OF
ORGANIZATIONAL COMMITMENT

Meyer and Allen identify three components of conmaht: affective
commitment, continuance commitment, and normatigemitment. Affective
commitment is defined as individuals feeling closer the organization
emotionally and to have involvement with the orgatibn and its goals. The
employees who have strong affective commitment iooat to work in the
organization because they want to. When employeestiiat the organization is
responsible toward them such as offering salarigheln than industry average,
they tend to reciprocate with positive attitudesdaod the organization, including
affective bonds and feelings of loyalty. Contincencommitment is also a
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willingness to remain within the organization besawof high cost of quitting and
the advantages of staying. The other job alteraataren’t desirable as it is now,
but if they have a better job offer in future, thégn’t hesitate to give up their
jobs. Normative commitmenis the commitment that a person believes that
ethically they have to work within the organizatiok feeling of obligation to
their workplace and high loyalty is seen in empgsseln their opinion, such an
idea as to leave their organization is not concurr€hey stay with the
organization because they ought to (Allen, Mey®96tL 253). The multiplicity
and quality of investments which are conductedrapleyees and also the lack of
perceived better alternatives are the factors tffgc the continuance
commitment. Besides, the cultural circumstances tzad to continuance
commitment. For instance if an employee was growniru a family whose
members were loyal to their organization in thearking life, the person would
probably feel an obligation to stay in that orgaiian.

The antecedents leading to affective commitmentsaparated into 4 categories:
personal characteristics, job characteristics, wexperiences and structural
characteristics (Allen, Meyer 1990: 4-15). Accoglito Cakir, age, gender,
education level, individual values and desire tacess and etc are personal
characteristics. Gilbert and Ivancevich refers thanagement style, work stress,
employee award system and the responsibility degirem to employees are job
characteristics. As Cakir mentions, the size ofdiganization, the formalization
degree, the degree of control, working hours, waystem, the career
opportunities reflect the structural propertiestitd organization (Ozdevegl,
2003: 115-116). Work experiences are the most tafeeone to create affective
commitment. Because it fulfils employees’ psyclgib@al needs to feel
comfortable and competent within the organizati@mganizational reliability,
openness to new ideas, equity, role and purposétyclameet the needs of
employees’ feeling comfortable in the work placen @he other hand a
challenging job, difficulty of goals, feedbacks meally the management and
participation in decision lead people to feel cotepe According to Allen and
Meyer's survey, that was implemented by a univeraind two manufacturing
firms, the employees commit emotionally to the oigations if they feel
competent and comfortable in their work place (Allsleyer 1990: 4-15).

If and only if it is possible to create self corditte within the organization is by
satisfying the social needs of employees. The eyepl® feel as they are valued
and form a positive perception inside (Rhoadesalet 2001: 825-826). In

literature the positive perception of employeesualibe organization is called
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perceived organizational support. Supportive omgions have some
characteristics such as being open to creativesjdgeing importance to healthy
communication and equity approach to all employ&esieveciglu, 2003: 117-
118). The more individuals feel that they are suigabby the organization; they
bond more emotionally to the organization (Rhoadea]., 2001: 825-826).

4. AFFECTIVE COMMITMENT AND WORK PERFORMANCE

The common point of organizational commitment congas is that the
employees continue to remain in the organizatioateNer they feel positive or
negative (Ozdeveciitu, 2003: 114). For instance, although the emplsyezve
weak affective and normative commitment, the latCklternatives can lead them
to have a strong continuance commitment (Ceylagrdsa, 2006: 117). However
the main important point here for the organizatisnthe performance and
efficiency of the employee. The altitudes and pannce of employees in work
place depends on what they perceive about the zagam (Allen, Meyer 1990:
4-15). For instance, when employees perceive tiieir* organization acts as a
“true organization”, they form positive images abou They feel proud to
identify with such an organization, develop theif®steem, form affective bonds
with the organization, develop a sense of loyadtyd make efforts to perform
better and to benefit the whole organization (Duttt®94).

The researches show that the individuals, who btmdtheir organization

emotionally, have higher work performance. Thereaisnegative correlation

between continuance commitment and work performgNteyer, et al., 2004).

The results of Jing and Xiao-hua's survey indictliat there is a positive
relationship between affective commitment and wpekformance (Jing, Xiao-

hua, 2009: 621). Also as the employee satisfactiameases, there will be
increase in work performance. The continuance cdamerit has a negative
relationship with work performance belonging to Hugvey. It is not surprising to
obtain low work performance from those who have desire to give up and
unwillingness with the organizational goals and ditons. Suitable working

environments which satisfy and motivate the emptsyéead them to have higher
works performance (Yuceler, 2009: 455).

5. ORGANIZATIONAL SILENCE

The employees are reluctant to talk about the ssshat can be interpreted
wrongly by the managers and seen as a threat (Bol@iReilly, 1974; qtd.

Milliken, et al., 2003: 3). However it doesn't nme¢hat they are blind to the
problems and don’t chat about it with each otheemvthey are alone (Morrison,

222



INTERNATIONAL JOURNAL OF SOCIAL SCIENCES AND HUMANTY STUDIES
Vol 3, No 2, 2011 ISSN: 1309-8063 (Online)

Milliken 2000: 706). They just don’t dare to speék truth to their supervisors.
They feel compelled to remain silent. Organizatiagience is not an individual
behavior; it is spread throughout the organizatisctually it is a general attitude
of employees even it has an effect on the new mesydiehe organization. Based
on past bad experiences of the employees who havked several years for the
organization, they abandon talking. The ones whotmthe organization recently
take the experienced employees as an example aodelto remain silent to not
be damaged. This is named in literature as “ledrhelplessness”. Employees
think there is no possibility to change the und®siorganizational conditions and
therefore they refuse to take an action. They khe# self confident and feel
inadequate and helpless. Rather than to resisy, dbeept and normalize the
undesired organizational circumstances (Tutar, 2@@d. Aktan, 2006: 8-10).
According to Seligman and Maier, the uncontrollalsiguations can cause
employees to have disruptions in motivation, emmtend learning. Motivational
disruption is to lose motivation and willingnessdisange the undesired issues.
Emotional disruption is the loss of self esteenprédssion and stress. Learning
disruption is to feel alienated to the job and geals of the organization (Tutar,
2007: 145). Alienation occurs as a response taéhin situations when a person
accepts societal expectations that are countéetpérson’s true goals, feelings or
desires (Gale Encyclopedia, 2001).

The managers tend to avoid any information that suygest the weakness of
them. The fear of receiving negative feedback ftoexsubordinates who they call
as untrustworthy and self interested, force thentraate a climate of silence
(Morrison, Milliken 2000). The employees, who amgamst to the climate, are
seen as problem makers by the management. Theseluads have to face the
results of not remaining silent such as to be firBlde turnover rate of talking
people is more than the silent ones. In order tbept the status in work life and
to avoid from negative repercussions for speakingtlne employees continue to
remain silent (Graham, 1986; gtd. Donaghey, eféafl1: 53).

The organizational structures causing to orgaromati silence can be
distinguished into three categories: The employass self interested. The
management knows the best about the organizatissia¢s. It is better to avoid
from disagreement and dissent and to support agmeemnd consensus for
organizational health (Morrison, Milliken 2000).
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6. THE RELATIONSHIP BETWEEN AFFECTIVE COMMITMENT AN D
ORGANIZATIONAL SILENCE

Affective commitment is defined as individuals fegl closer to the organization
emotionally and to have involvement with the orgation and its goals.
According to Allen and Meyer’s survey, the emplayeemmit emotionally to the
organizations if they feel competent and comfoeadhltheir work place. This is
the only way to commit the employees emotionallytite organization. The
organization’s success depends on employees’ peafuice. However if the
employees feel alienated to their job, they willyodo the minimum amount
required. This isn’t a desired situation for theffiroriented organizations. The
researches show that the individuals, who bondhég brganization emotionally,
have higher work performance. Suitable working emunents which satisfy and
motivate the employees, lead them to have higherksvperformance. The
working conditions shouldn’t create a climate démsce that makes people feel
helpless and inadequate. Otherwise, the employeatnae to work in the
organization because they ought to or they havéliey lose their self confident,
motivation and willingness to change the undesisstdies, and their beliefs on
organizational goals. The employees are reluctatdalk about the issues that can
be interpreted wrongly by the managers and seartla®at. In their opinion there
is no possibility to change the undesired orgaromat conditions and therefore
they refuse to take an action. This is namedeasried helplessness’. The climate
of silence doesn’t let the employees to commitdiganization emotionally. The
multiplicity and cruciality of investments which veeconducted on them, the lack
of perceived better alternatives, and high cosjuwiting the job or the feeling of
obligation are the factors affecting the employeestay within the organization.
It is possible to see continuance or normative cament in the organizations
having organizational silence. But in order to teeaffective commitment, the
psychological needs of the employees such as geebmfortable and competent
have to be fulfilled. According to Allen and Meyarganizational reliability,
openness to new ideas, equity, role and purposdtyclaeet the needs of
employees’ feeling comfortable in the work placen Ghe other hand a
challenging job, difficulty of goals, feedbacks meadly the management and
participation in decision lead people to feel cotepe These working conditions
don’t exist in the organizations which have a clenaf silence so it is not
erroneous to refer that there is a negative relahip between affective
commitment and organizational silence.

224



INTERNATIONAL JOURNAL OF SOCIAL SCIENCES AND HUMANTY STUDIES
Vol 3, No 2, 2011 ISSN: 1309-8063 (Online)

7. CONCLUSION

In this study organizational silence and affecto@mmitment is discussed. In
order to create affective commitment, the psychicklgneeds of the employees
such as feeling comfortable and competent havee thulfilled. When employees

perceive that “their” organization acts as a “trmrganization”, they generate
positive images about it. Organizational silenca general attitude of employees
who choose to remain silent to not have negativeermissions from the

managers. The employees don’t dare to speak abartairc issues to their

supervisors. Employees consider that there is nssibiity to change the

undesired organizational conditions and therefbey trefuse to take an action.
Organizational silence makes them lose their sstfeam. The climate of silence
doesn’t let the employees to commit the organipati®o an emotional way.

Consequently, it is claimed that in these kind ofamizations there exists
continuance and normative commitment and a negatilaionship is observed

between silence and affective commitment.
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