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THE AFFECTIVE COMMITMENT TO THE ORGANIZATION: 

THE MEDIATING ROLE OF PERCEIVED ORGANIZATIONAL SUPPORT 


Viroj Jadesadalug, Silpakorn University, Thailand 

Khwanruedee Tuntrabundit, Khon Kaen University, Thailand 


ABSTRACT 

The purpose of this study is to empirically examine the relationships among procedural justiC trust in

1
,

management, perceived organizational support, and affective commitment. Data from 218 em loyees, 
working in ten organizations located in Khon Kaen, Thailand, are used to examine the ~ posed 
hypotheses. The data are collected through questionnaires. Hierarchical regressions are us~ in the 
statistical analyses. The results show that perceived organizational support fully mediated tween 
procedural Justice-affective commitment and trust in management-affective 
relationships. Conclusion and suggestions for future research are also included. 

Keywords: procedural justice; perceived organizational support; trust in management; 
commitment 

1. INTRODUCTION 

Organizational scholars examine the relational ties among procedural justice, p 
organizational support and employee work outcomes (Moorman et aI., 1998; Joseph and 
2005; Dawley et aI., 2008; Farndale et aI., 2011). Previous research shows the relationship 
high degree of procedural justice and perception of organizational support (Andrews and 
2001), and affective commitment (Dawley et aI. , 2008). According to Rhoades et al., ' 001), 
organizational support help explain employees' commitment to their organization, in order l meet 
socioemotional needs and to assess the organization's readiness to reward increased -\ fforts, 
employees form general beliefs concerning how much the organization values their contributi9 sand 
cares about their well-being (ie. perceived organizational support). Although extensive ra .earch 
exists relating each of these constructs to outcomes, no research exists which examines prof ' dural 
justice, perceived organizational support, trust in management, and affective com

l
~ment 

simultaneously in Thailand context. The mediating role of perceived organizational support n the 
relationship of justice with commitment has received little attention in previous research. Th . , fore, 
this study suggests that trust in management and procedural justice may likely explain active 
commitment of employees through perception of organizational support. 

In the light of the significance of employees' perceived organizational support, the purposes I 'f this 
research are as follows: 1) to examine the relationship between procedural justice, t~ 'st in 
management, perceived organizational support. and affective commitment, 2) to exami~ the 
mediating effects of perceived organizational support on procedural justice- affective comm~t ent, 
and trust in management-affective commitment relationships. The main research question this 
research is how procedural justice and trust in management affect perceived organizational s pport 
and affective commitment. 

2. LITERATURE REVIEW AND HYPOTHESES DEVELOPMENT 

Based on literature review. the current study seeks to address this gap in the literature by deve 
and empirically testing this model and employees' perception presented in Figure 1. The prol 
model focuses on the procedural justice to cultivate conditions likely to generate percepti 
organizational support on behalf of their employees. As a result of these 'increased percepti 
organizational support, employees will develop greater affective commitment. Moreover, til 
management is an antecedent of perceptions of organizational support. That is, the per~«ived 
organizational support will mediate the effect of procedural justice and trust in managemerlt on 
affective commitment. 
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Figure 1 
Conceptual model of mediating role of perceived organizational support 

2.1 Effect of Procedural Justice on Perceived Organizational Support 
Procedural justice in organizations is not a novel concept. Procedural justice refers to the percei I 
faimess of the procedures used to determine the allocation of resources (Greenberg, 1987). Te 
concept of organizational justice is described as members' views of the faimess of the distributio~ bf 
resources (Andrews and Kacmar, 2001). Organizations that consistently use fair procedures n 
determining the distribution of resources and recognize and reward employee efforts will be viewe 
supportive. Thus, a positive relationship is expected between procedural justice and percei 
organizational support. Furthermore, the literature reports a positive relationship between proced 
justice and perceived organizational support (Moorman et aI., 1998). Moreover, previous resea 
found empirical support for the idea that justice perceptions act as an antecedent of percei d 
organizational support (Rhoades et aI., 2001).Therefore, the hypothesis is proposed as foHows: I 
Hypothesis 1: The procedural justice will have a positive influence on perceived organizatio I ii i 
support. 

2.2 Effect of Trust in Management on Perceived Organizational Support 
Mayer et aI., (1995) asserted that trust is the willingness of a party to be vulnerable to the actions 
another party based on the expectation that the other will perform a particular action important to t 
trustor. Similarly, trust in management is defined as an employee's belief that management will ma 
sincere efforts to uphold their commitments: in other words, it is the employee's willingness to rely 
management. Moreover, Schoorman et aI., (2007) argue that trust is an aspect of relationshiMw. 
Literature on trust and manager-employees relationships suggests that managers must b 
encouraged to make the first move and that the initiation of this process is the challenge ~f 
management (Whitener et aI., 1998). However, when the decision is in favor of a close relation 
opposed to a distant relation, the faimess of the decision is likely to be put in doubt, lowering trust li(f 
the decision maker (Chen et aI., 2004). 

Furthermore, the previous study suggests that trust in management is related to perceiv 
organizational support (Joseph and Winston, 2005). It implies that high levels of trust in manageme 
help maintain trust in the employment relationship because employees are focused on whether th 
feel they understand why a person is acting as they are, not just on whether they think that they J" 
predict how a person will act in the future (Tyler, 2003). Therefore, employees who are unwilling to 
vulnerable to management are less perception of their organizational support. The reasoning impli I 
that trust in management affects on employee's perceived organizational support. Therefore, ttl 
follOwing hypothesis is proposed: 

Hypothesis 2: The trust in management will have a positive influence on perceive
"t, , ' 

;' , organizational support. 
,~ ,: 

2.3 Perceived Organizational Support as a mediator of procedural justice-affective 
commitment and trust in management- affective commitment relationships 
Perceived organizational support refers to the degree to which employees perceive their employer t 
be concerned with their well-being and to value their contributions to the organization (Eisenberger et 
aI., 1986). According to Hamwi et aI. , (2011), perceived organizational support consists of supportiv 

\';' 
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policies developed by organizations and supervisors who keep in mind that employees have n' r-work 

obligations to which they need to attend. Some previous research (Aube et aI. , 2007; Dawl et aI., 

2008) shows affective commitment results in a situation where the employee wants to contin his or 

her association with the organization or perceived organizational support is positively and sig i ,Icantly 

correlated with affective commitment. Moreover, affective commitment refers to the employe state 

of emotional attachment to the organization (Dawley et aI., 2008); it relates to an attachment b !>ed on 

a sharing of values with other members of the organization (Allen and Meyer, 1990). 


For the reasons stated above, this research treats perceived organizational support as an ant 
of affective commitment and many studies have reported a significant positive relationship 'tween 
the two (Stinglhamber and Vandenberghe, 2003; Aube et aI., 2007; Dawley et aI., 2008) IWhen 
employees' perception of organizational support increases, they are likely to commit the orga ' ation. 
Moreover, the study by Magoshi and Chang (2009) show that procedural justice has a si 'ificant 
effect on affective commitment. For this reason, it is predicted that perceived organizational upport 
will only partially mediate the relationship between procedural justice and affective com '~ lrnent. 
Therefore, this research examines this link between procedural justice, perceived organl ; tional 
support and affective commitment. Moreover, this study believes that trust may begin be re the 
decision about affective organizational commitment is made. In line with the literature, this r~ earch 
posits that trust can be regarded as one of the key variables that support whether the ~ective 
commitment. Tan and Tan (2000) suggest that trust towards management is closely assoda ~ with 
organizational attachment or affective commitment. Similarly, trust in managers is pa i ': ularly 
important in terms of influencing affective commitment (Connell et aI., 2003). Although it is co monly 
accepted that trust is a critical variable in the success of interpersonal, but prior empirical r~ earch 
has not examined the relationship between trust in management and affective commitment ~ rough 
perceived organizational support, a question arises about whether or not this tie of ~I ' st in 
management and perceived organizational support will be · linked with affective organi i t ional 
commitment. Therefore, this study expects the perceived organizational support will medif e the 
effect of trust in management on affective commitment. Thus, the hypotheses are propo d as 
follows: 

Hypothesis 3: The perceived organizational support will have a positive influence on affective 
commitment. 

Hypothesis 4: The perceived organizational support mediates the positive relationship 
between procedural justice and affective commitment. 

Hypothesis 5: The perceived organizational support mediates the positive relationship 
between trust in management and affective commitment. 

3. RESEARCH METHOD 

3.1 Sample 
In total, 218 employees from ten organizations located in Khon Kaen, Thailand are surveye , The 
questionnaires are distributed to employees that are willing to partiCipate in the study. The mple 
represents both goods and services producing organizations, as well as for-profit and no 'profit 
entities. A total of 69 percent of participants are female and 31 percent are male. 63 per nt of 
partiCipants are aged less than 30 years. 57 percent of respondents had been with the organr ation 
between 1 year and 5 years, with 5 percent being employed over ten years. Moreover, the maj~ ity of 
the education level of respondents obtain a bachelor's degree or under (69 percent). 

3.2 Measures 
The questionn~ire uses five-point Likert-type .scales (ranging from 1= strongly disagree to 5= Sl:rpnglY 
agree) to measure the following constructs: . I 

0' 
....Procedural justice. In this study, the eleven-item measure of procedural justice has been a ! pted 

from Perryer et aI., (2010), which is based on previous research by McFarlin and Sweeney ( 92), 
and Schminke et aI., (2000) (i.e. "I feel my organization uses a fair procedure for rating em~ pyee 
performance."). The items combined to produce a Cronbach alpha coefficient of 0.935. 

j 

~ 
>:; 

,~ 
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Affective commitment. This construct is measured by six-items developed by Meyer and Allen (1~, 1), 
Connell et aI., (2003), Pauleir et aI., (2006), and Aube et aI., (2007). Sample items are "I woLl I be 
very happy to spend the rest of my life with this organization.", and "I enjoy discussing Ithe 
organization with people outside it.").The items combined to produce a Cronbach alpha coeffici~ ~ of 
0.875. 

Perceived organizational support. This construct is measured by nine-items developed by Endi WS 
and Kacmar (2001), Connell et aI. , (2003), Aube et aI., (2007). Sample items are: "This organiz; ' ion 
cares about my opinion"; "This organization values my contribution to it's wel1-being"; and his 
organization is willing to help me when I need a special favour". The items combined to produ a 
Cronbach alpha coefficient of 0.932. 

Trust in management. The seven questions used to measure trust in managers are adapted 
Treadway et aI., (2004). The reliability score for trust in management for the current study is 0.91 
example item is: '''1 have complete trust that management and my supervisor will treat me fairly." 

Control variables. Previous research identified numerous demographic variables as correlate 
organizational behaviour constructs (e.g.; Cole and Flint, 2004; Yiing and Ahmad , 2009; Ela 
2010). In order to control, their effects to some extent, the study included a number of demogra 
variables such as education, type of organization, and tenure in the organization. 

3.3 Validity and Reliability 
Factor analysis is utilized for construct validity. All factor loadings in this research are greater thanl e 
.50 cut-off and are statistically significant (Hair et aI., 2010). The reliability of the measurements in t \ is 
research is evaluated using Cronbach alpha coefficients. In the scale reliability, Cronbach al ha 
coefficients are greater than 0.70 (Nunnally and Berstein, 1994). The scales of all measures appe Ito 
produce internally consistent results; thus, these measures are deemed appropriate for fU1 
analysis because they express an accepted validity and reliability in this study. Table 1 shows t e 
results for both factor loadings score between 0.622-.878 , indicating that there is the const ct 
validity, and Cronbach alpha for all variables are shown between 0.875-.935. Therefore, the relia~i ity 
of all variables is accepted. 

TABLE 1 

RESULTS OF MEASURE VALIDATION 


Items Factor Loadings Cronbach AI.e.ha 
Procedural justice .691-.878 .935 
Trust in management .622-.867 .913 
Perceived organizational support .704-.877 .932 
Affective commitment .735-.873 .875 

3.4 Statistic Test 
The hierarchical regression analysiS is used to assess all hypotheses in this study. Hierarchif1a1 
regression analysis allows for a comparison between alternative models with and without independ!J.t 
variables (Jaccard and Turrisi, 2003). Each model had two steps. The first step involved entering ~ , 
control variables and the second step involved entering the independent variables. 

Four conditions must be fulfilled to evidence a mediating effect (Baron and Keny, 1986). First, tne 
independent variable must significantly impact the dependent variable. Second, the independ 
variable must impact the mediator. Third, the mediator must impact the dependent variable. 

4. RESULTS AND DISCUSSION 
The mean, standard deviations and correlations for the study are shown in Table 2. In general, t 
bivariate correlations provided confidence that the measures are functioning properly. Table 2 sho 
the correlation matrix for all variables used in the regression analysis. In addition, the varian _ 
inflation factors (VIF) were used to check potential problems relating to multicollinearity. I n t~" 
research, the VIF ranges from 1.019 to 3.181 , well below the cut-off value of 10 - the level suggest ' 
by Hair et aI., (2010) to signal detrimental multicollinearity. Accordingly, there are no Signific ~t 
multicollinearity problems in this research. 
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TABLE 2: MEAN, STANDARD DEVIATIONS, AND INTERCORRELATIONS AMONG VARUIILES 

1 234 

Mean 3.274 3.420 3.330 3.573 

Standard Deviation .761 .832 .783 .701 

1 Procedural justice 
-2 Trust in management 

3 Perceived organizational support 

4 Affective commitment 

.653 

.796 
.. 

.618 
.685 
.653  .631 

.. Correlation is significant at the 0.01 level (2-tailed) 

The role of perceived organizational support as a mediator variable in the procedural justice· 
commitment relationship is tested using a statistical procedure suggested by Baron and Keny 
This research conducts a three-stage regression analysis to determine whether the three co ' itions 
for mediation are satisfied. The data in Table 3 (Model 4) permit a test of the third COnd]t on for 
mediation, that the proposed mediator significantly predicts the dependent variable. The Inding 
illustrates perceived organizational support has a positive influence on affective commitme ~ (P = 
.645, p < .001). This finding is consistent with the study by Rhoades et al. (2001) which sugg I ts that 
organizational support has a Significant positive impact on commitment. The result impii S that 

l
perceived organizational support reflects the quality of the employee-organization relationf : ip by 
measuring the extent to which employees believe that their organization values their contributiq ,s and 
cares about their welfare (Eisenberger et aI., 1986). Therefore, Hypothesis 3 is supported. 
Models 1 and 2 in Table 3 permit a test of the second condition, prediction of the mediato~ py the 
independent variables. The findings indicate that procedural justice and trust in management 
significant positive influence on perceIved organizational support (P = .619, p < .001; P= .2 
.001). This evidence supports both Hypotheses 1 and 2. The results are similar to Farndal 
(2011) who find that higher levels of trust in management relates to higher levels of commitm 
the results are consistent with the finding of Magoshi and Chang (2009) who suggest that i 
levels of employee commitment will result in enlarged perceptions of procedural justice. Furth 
the findings are consistent with the research by Tyler (2003) who suggests that attitudes re 
things that employees are intemally motivated to do. Two attitudes consist of intrinsic enjoy ~nt of 
one's job and commitment to one's group. Employees might potentially be motivated either b cause 
of their enjoyment of their work and/or because of their loyalty to their organization. Ther~ . re, if 
employees trust in management, they are motivated by a concern for perceived organi4 tional 
support and affective organizational commitment. Therefore, Hypotheses 1 and 2 are supportd. 

TABLE 3: RESULTS OF HIERARCHICAL REGRESSION ANALYSES 

FOR PERCIEVED ORGANIZATIONAL SUPPORT a 


Variables 
Perceived org.support 

Affective commitment 

Model 1 Model 2 Model 3 Model 4 

Tenure in the organization -.012 .000 .010 .018 
(.009) (.005) (.009 L (.007L 

Education -.171 .144 -.629 -.562 
(.286) (.164) (.301 ) (.236) 

Type of organization -.221 -.118 -.096 .045 
(.146) (.08?l (.156) (.123) 

Procedural justice .619 
(. 0511 

Trust in management .277 
(.053) 

Perceived organizational support .645 
(059) 

R' .021 .686 .032 .409 
t'lR' .665 .377 
Adjusted if .007 .678 .016 .396 

a Beta coefficients with standard errors in parenthesis, p < .10, -P < .05, P < .01, p i-\: .001 
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TABLE 4 

RESULTS OF HIERARCHICAL REGRESSION OF THE 


MEDIATING ROLE OF PERCIEVED ORGANIZATIONAL SUPPORT • 


Tenure in the organization .010 .022 	 .022 
( . 009~ (.006) (.006) 


Education -.501 -.218 -.250 

(.301 ) (.202) (.200) 


Type of organization 	 -.132 .032 .058 
(.145) (.105) (.104) 

Procedural justice .333 	 .199 
( . 06~ ( .08~1 

Trust in management .456 .396 
(.065) (.068) 

Perceived organizational support 	 .217 
(.084) 

~ .024 .519 .534 
.1~ .495 .015 
Adjusted ~ .011 .508 .521 

a Beta coefficients w;(h standard errors in parenthesis, p < .10, - P < .05, p < .01, 

5. IMPLICATIONS OF RESEARCH 

The theoretical implications of this research are twofold. First, examining the direct effectsl p f 
procedural justice and trust in management on perceived organizational support leads to ~ Ie 
conclusion that they are sources of affective organizational commitment. And , this research sh s 
light on the important intervening role of perceived organizational support in affective organizatio, al 
commitment. This research provides some relevant managerial implications. The results suggest t ~t 
management should focus on employees' perceived organizational support because organizatio 81 
support increases employees' affective commitment to the organization by fulfilling needs for este ' 
approval, and affiliation. Moreover, employees' perceived organizational support appears to IlDe 
effortless if organizations treat employees fairly within organization's performance system. 

6. LIMITATIONS AND SUGGESTIONS FOR FUTURE RESEARCH 
This research has some limitations that should be mentioned. First, this research is conducted a 
snapshot without considering the dynamic nature of interpersonal relationships. Therefore; 
longitudinal study is needed. And, the generalizability of the findings is limited, since the sample 
this research comes from a particular context. Thus, the interpretation of the associated findi 
should be made carefully. Moreover, to better explain this relationship in a model, the need for fut 
research is needed to seek dimensions of organizational support, and other moderating variables 
enhance affective commitment such as formalization or job condition. 

7. CONCLUSION 
This research provides an understanding of the relationship between perceived organizatio 
support, trust in management, procedural justice, and affective commitment with Thailand. The resu 
show that procedural justice and affective commitment have a positive effect on perceiv 

, .' '..I.' 

.' organizational support. Moreover, perceived organizational support is accepted as the mediator 

procedural justice-affective commitment, and trust in management-affective commitm 


..~\ relationships . 
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