American Journal of Applied Sciences 9 (5): 740572412
ISSN 1546-9239
© 2012 Science Publications

Work-Family Psychological Contract,
Job Autonomy and Organizational Commitment

Abdul Mutalib Mohamed Azim,
Aminah Ahmad, Zoharah Omar and Abu Daud Silong
Department of Professional Development and Comign&ducation,
Faculty of Educational Studies, Universiti Putral®daia, Malaysia

Abstract: Problem statement: With the increase in dual-career couples in thekfeoce and absence
of adequate legal contracts in the form of workifgnpolicies, employees may hold expectations
regarding employer’s obligation based on what leentpromised by the organization regarding work-
family benefits. Employees’ expectations of obligas from an employer may depend on
psychological mechanisms or psychological contraether than formalisms arising from laws.
Despite the existence of earlier studies on psydlichl contract, the contract has been studied as a
global conceptApproach: This study had applied the global psychologicaitcact concept to a more
specific concept that was work-family psychologicahtract. Since earlier studies had established
the relationship between psychological contract amnizational commitment as well as the effect
of job autonomy on this contract, this study exasdinthe mediating role of work-family
psychological contract in the relationship betwéelm autonomy and organizational commitment.
Using self-administered data were collected froni7 3mployees in media organizations in
Malaysia.Results: Results of correlation analyses revealed thabjstbonomy was correlated to work-
family psychological contract and organizationateoitment and work-family psychological contract
was related to organizational commitment. The tssalso indicated that work-family psychological
contract partially mediated the relationship betvgab autonomy and organizational commitment.
Conclusion/Recommendations. Employees with greater freedom to make their oetigdons at work
would have stronger beliefs that the organizatian fulfill promises regarding work-family benefits
and they can in turn be more committed to the ruggdion.
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INTRODUCTION positive psychological contract if the organizattakes
care of their work-life balance or integration (Geay,
The dynamic change in demography of the2000). However, work-family benefits are seldom
workforce including the increase in the participatof ~ included in psychological contract research andcéen
women means that more couples are juggling bottk wormerit much more attention (Smithson and Lewis, 2004
and family roles (Zoharah and Aminah, 2010). ThisAhmad and Omar, 2010).
situation may result in employees’ expectationst tha  Rousseau (1989) conceptualized psychological
their organizations could help them in integratimgk ~ contract as an individual's belief regarding therts
and family demands (Conway and Briner, 2005).and conditions of a reciprocal exchange agreement
Employees may hold perceptions regarding arbetween the focal person and another party. In this
organization’s obligation based on what has beestudy, Work-Family Psychological Contract (WFPC)
promised by the organization regarding work-familydeals with the pattern of unwritten beliefs held by
benefits. Conway and Briner (2005) argued thatipusv ~ employees regarding what has been promised to the
studies of psychological contract have focused amly employees by the organization with respect to work-
certain core areas and neglected work-family issues family demand. Unlike the formal work-family policy
Psychological contract is a useful mechanism tcr contract that sets out explicit terms and cooaig,
understand an employee’s expectation of entitlerteent the WFPC is ‘cognitive-perceptual’ in nature. Imert
work-family benefits (Smithson and Lewis, 2004). words, WFPC is implicit and reflects the individsal
Indeed, it has been argued that employees establishperceptions regarding the organization’s obligatonl
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employee expectation based on what has been pdmisenore positive perceptions of WFPC fulfillment.
by the organization regarding work-family benefits. Based on the literature review the following
Employees who are not able to handle work andhypothesis was formulated.
family demands successfully because of discernments
related to insufficient time and energy, tend toveha Hypothesis 1: There is a positive relationship between
lower organizational commitment (Haar and Spell,job autonomy and WFPC.
2004; Rothbardt al., 2005). Therefore, an organization Employees who perceive that the organization’s
should provide work-family benefits including the offering of autonomy is a representation of the
autonomy given to employee to schedule work andrganization’s concern for work and family demands
decide how it should be carried out (Premeausl., have a greater intention to remain in the orgaiumat
2007; Voydanoff, 2004), as an indication that the(Aube et al., 2007; Zhang and Liu, 2011). Job
organization cares about work-family integrationautonomy at the workplace may increase employee
(Zoharah and Aminah, 2010; Innstraedal., 2010). loyalty due to positive feelings associated wittrkiag
High job autonomy was also linked to lessfor an organization that visibly cares about thell we
psychological contract breach (Oeij, 2006). In #ddj  being of its employees. Job autonomy is capable of
psychological contract plays a key role in influgmg stimulating high levels of employee commitment to
employees’ organizational commitment (Sturgas Organization (Ahujet al., 2007), specifically affective
al., 2005). It should be emphasized that the grantin@rganizational commitment that is employee’s
of job autonomy to employees and the perception oillingness to maintain membership in organizatowl
contract  fulfillment  could  contribute  to to work and help organization accomplish its goal
organizational commitment. Hence, the purpose ofMeyer and Allen, 1991). This is further supported
this study is to investigate the mediating effeét o results from the study of Gallettat al. (2011)

WFPC in the relationship between job autonomy andsoncerning the attractive working —environment
organizational commitment. characteristics which showed that job autonomy

perceived by workers was among the most important

Review of literature: Psychological contract theory factors related to retention. Other studies alsmnted
relies on the norm of reciprocity (Gouldner, 1960)’that job autonomy had a significant relationshighwi

. ) ; : .~ organizational commitment (Liet al., 2010; Chu and
which may provide a useful mechanism in explaining

consequences of employee attitude and behavi Lai, 2011). Based on the above argument, the fafigw
4 ploy: pothesis was formulated.

(Coyle-Shapiro and Conway, 2005). Psychological y

contract theory (Rousseau, 1995) suggests that Wome,yhothesis 2: There is a positive relationship between
and those with family responsibilities may negeatiat job autonomy and organizational commitment.

new psychological contracts that include family Employees may form a set of expectations on
responsive benefits. Guest (2004) notes that Humaarganization's obligation regarding how their
Resource (HR) practices play an important rolehi® t oy chological needs will be met in handling worldan
psychological contracting process between employeeg iy responsibilities. Employee’s who perceivetth
and employers. In this study, providing job autoROM iy " expectations have been met, would feel more
can be seen as an HR practice that can play &yjigated and this would have an impact on
important role in the psychological contracting@#ss  ganizational commitment. Sturgetsal. (2005) found
between employees and gmployers. Sin_ce_ psychologicg, ot psychological contract plays a key role in
contract refers to ‘“beliefs that individuals hold influencing employees’ organizational commitment.

regarding promises made, accepted and relied upQfjcinnis et al. (2009) found that psychological contract,
between themselves and another” (Rousseau and Waqg-terms of fulfiliment of the promises, contribdtéo

Benzoni, 1994), it is the perception of whether theyganizational commitment. Parzefall (2008) fouhatt

employees have job autonomy that drives thepe nerception of contract fulfillment has a sigrht
psychological contracting process. Oeij (2006) ®un re|ationship with organizational commitment. This,

that highgr job autonomy was associat_ed_with les§ecems reasonable to postulate that employees
psychological contract breach. Other findings alsGyerceptions that organizations would fulfill  their

revealed that job autonomy had a significantypjigations would contribute to their organizatibna
relationship with psychological contract (Are al., commitment.

2006; Ramamoorthyt al., 2005). Driven by these
findings, employees who have greater freedom tdHypothesis3: There is a positive relationship between
arrange how they can perform their work would havewFPC and organizational commitment.
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In line with this theoretical perspective, peréeps  company”. This measure has a Cronbach’s alpha of
of job autonomy may result in increased attachment 0.87. Job autonomy was measured using three high-
the organization. This is because of employeesloading items (loadings from 0.76-0.86) from Baetcl.
perceived that the organization’s autonomous jdér of 1998). Job autonomy refers to the degree to wtiieh
represents the organization’s concern for work an mployee is granted freedom, independence and
family integration. Job autonomy allows employees t giscretion in scheduling the work and in deterngrtine
have increased control over their lives due to th&gcedures to be used in carrying it out (Hacketaal.,
opportunity to work during times more suited 10 1975y A sample item is ‘it is basically my own
personal needs and freedom in scheduling their 'Wori?esponsibility to decide how my job gets done”. sThi

Highly autonomous employees are iin a position {Qo,q,re has a Cronbach’s alpha value of 0.86.
organize their work in a manner that is most egfitj WFPC was measured using three high-loading

thus potentially reducing problems in integratingrikv . - - ;
. . .. items (loadings from 0.71-0.83). This measurement i
and family demands (Dinget al., 2010). Therefore, it similar to that of Coyle-Shapiro and Conway (2005),
can be argued that because autonomous employe ich asks participants to check from a list, fitie
have the freedom to arrange how they perform the'%md work arrangements that they believe the

work, it may increase an employee’s belief that theorganization has promised to provide. They are then

organization fulfills its obligation in integratingork- .04 15 indicate the extent to which the orgaitmat
family demand, consequently increasing the empllyee s fijled the obligations checked. A samplerites
organizational commitment. Based on this argument, ... early to attend to family mattérs”

the following hypothesis was formulated.
Confirmatory Factor Analysis (CFA): The overall
atisfactory fit of a measurement model was detezchi
y the Confirmatory Factor Analysis (CFA). A
satisfactory fit of the measurement model must be
obtained before proceeding to test the general haxle
a whole (Hoyle, 1995). The overall model fit report
The current study focused on the experiencei,n RM.SEA coeffig:ient of 0.08 is_normally taker_1 as
perceptions and behavior of executives an ndicative of a satisfactory model fit and one dd®is

professionals, because employees in these joB VerY good fit (Steiger, 1990). Researchers sugbes

categories experience more job autonomy (Dinger chi/df index as a useful ratio for assessing mddel

al., 2010). Meanwhile, Schieman and Glavin (2011)rather than using chi-square alone (Marsh and Hau,
found that the executives and professionals inethest996). This index is the minimum discrepancy (the c

categories experience more difficulty in integrgtin Sduare value) divided by the degree of freedorthitf
work-family demand compared to other job categoriesStatistics is less than the value of 5, the mods! f

The sampie was drawn from 15 media organizations if€asonably well and a ratio close to 2 indicatgmad
Malaysia including  broadcasting, advertising, it. For the GFI, IFI, TLI and CFl, coefficients &.90

publishing and public relations organizations. ThePUt Preferably higher are normally taken as indveat

sample consists of 307 employees. Data were cetlect of ”.‘Ode' ﬁ.t _(Byrne, .20.01)‘ Meqnwhile, for PGHI,
using self-administrated questionnaires. Resubsved ~ Parsimony fit indices within the region of 0.50aove

that males represented (50.2%) and females (4908%) suggests a goo_d model ﬁt. (Mulagk al., 1989). The
the respondents in this study. The mean age verall model fit reported in Table 1 shows thag th

respondent was 33.96 years (SD = 8.15), the meayverall fit indices for the CFA model are accepéabl
work experience was 7.90 years (SD = 7'96) and th%able 1: Summary of model fit indices for CFA model

Hypothesis4:  Work-family psychological contract
mediates the relationship between job autonomy an
organizational commitment.

METERIALSAND METHODS

mean income was 4291.52 (SD = 3319.28). Index  Cited Adminissibility ~ Result  Yes/No
L . X 73.505
Measurement: Organizational commitment was df 32.000
measured using four high-loading items (loadings® >0.05 0.000 No
. . X3/df Schumacher and Lomax (1996)  1.00 -5.00 2.300 s Ye
from 0.73-0.81) from the Survey of Organizational rmsea steiger (1990) <0.80 0.065 Yes
Commitment (Meyer and Allen, 1997). GFI Joreskog and Sorbom (1992) >0.90 0.954  Yes
| Bollen (1989) >0.90 0979 Yes
The approach taken here captures a form Ofu Tucker and Lewis (1973) >0.90 0971 Yes
affective organizational commitment, which is thecr  Bentler (1990) >0.90 0.979 Yes
strongest and most consistent predictor of2CF Jamesta. (1982) >0.50 0555 Yes

o . ote: X2 = Chi Square, DF = Degree of Freedom, RMSEA = Root
organizationally desired outcomes such as employe%ean square error of approximation. GFl = Goodwéds; IFI =

retention (Alleret al., 2003). A sample item is “l would  |ncrement fit Index, TLI = Tucker-Lewis coefficiertdex, CFI =
be very happy to spend the rest of my career \hith t Comparative-fit-Index, PGFI = Parsimonious Goodrsskit Index
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RESULTS another fit index. The results show that the intire
model is most likely to replicate and hence it esents

Correlation analysis: Table 2 shows results regarding a better model (Kline, 2010; Ho, 2006).
the means, standard deviations and reliability and This indicates that the indirect model providéetier
correlation coefficients. The Cronbach alpha réliigb  fit to the data than the direct model, thereby sstigg
coefficients for all the three latent variables @ed .7,  that WFPC plays an important mediating role in the
indicating good internal consistency of the measurepypothesized model. Hence, the indirect model, as
(Hair and Anderson, 2010). In addition, the size ofystrated in Fig. 1, was retained as the preférre

factor loadings was also examined to test the,, o |n addition, Fig. 1 and 2 also show theession
convergent validity of the measures (Hair and

Anderson, 2010). High loadings (at least 0.50) on aanalys@s results “Sif‘g S.EM method_. The regression
factor indicate that the items converge at somengom  analysis for the relationship between J°b2 auton@mgt
points (Hair and Anderson, 2010). There were twoorganizational —commitment has an ® & 0.14.
items measuring organizational commitment and eigh&dding WFPC to the model increases the value‘dbR
items measuring WFPC with factor loadings less tha®.26. Thus, the change in” Rissociated with adding
0.5. These items were excluded from the analysis. WFPC is 0.12. The inclusion of WFPC in the model
accounts for an additional 12% of the variance in
Structural model analysis: Direct and indirect effect organizational commitment. Accordingly, it suggests
coefficients for the path model are illustratedTiable  that WFPC is an important variable that could geteer
3. According to Mathieu and Taylor (2006), for tegt  employees’ organizational commitment.
mediation, two structural models namely only direct  The results in Table 4 show the standardized
and indirect models comparison to determine theé begegression weights. There are significant positive
fit model. In this study, results of the test faoginess- relationships between job autonomy and WFRBC=(

of-fit conformed to the criterion suggested by . L
' . 0.252. p>0.001) job autonomy and organizational
hers. The fit of th del b
researchers. The fit of the mode| was assessedjhy e commitment § = 337, p>0.001) and WFPC and

indices. The chi-square test was used to test thgen LT -
Because the chi-square test is sensitive to sasipde ~ Organizational commitmen$(= 0.512, p>0.001) thus
the ratio of chi-square to degree of freedom waslas  supporting Hypothesis 1, 2 and 3.

ChiSquare =95.332; p=0.000; DF = 33;
RMSEA =0.079; GFI = 0.943: IFI = 0.969:
TLI=0.957; CFI =0.969; PGFI = 0.566
0747 0.73F 058 AIC=139332

Fig. 1: Estimated path coefficients of indirect rabd

0.38

ChiSquare = 148.461; p =0.000; DF = 34; 0.73/9.90 86.0.83
RMSEA=.105; GFI=917; IF[=943;
TLI = 0.924; CFI = 0.942; PGFI = 0.567 | b3 H b4 ‘ bs H b6 ‘

AIC = 190.461 0_520_83(!730_7%
@) €9 €9 )
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Table 2: Descriptive statistics, reliability andmaations fulfillment of WFPC tend to report higher levels of
Variable M SO« Autonomy WFPC ~ OC  organizational commitment. Employees’ expectations
Autonomy 3.53  0.807 0.86 1.000 of organizational obligation regarding how their

WFPC 3.23 0.814 091 0226 1.000

oc 375 0762 080 0334 0460 1 psychological needs are going to be met in handling

Note: a = Cronbach alpha, **: Correlation is significarittae 0.01 work and family issues play an important role in

level. WFPC = Work-Family Psychological Contract;CO= mcrea_smg organlzatlonal Cc_’m.m'tmem- .
Organizational commitment With regard to the mediating effect of WFPC in the

relationship between job autonomy and organizationa
Table 3: Summary of model fit indices for directidndirect models commitment, the results show that emp|0yee5 with

Description x/DF x* RMSEA GFI IFI_TLI CFlPGFI  more job autonomy tend to report positive perceystio
Direct — 4.37 148.461 0105 0.917 0943 0.924 0.94%567  of WFPC fulfillment and this would in turn increase

Indirect 2.89 95.332 0.079 0.943 0.969 0.957 0.969566 . K . .
their levels of organizational = commitment.

Table 4: Standardized regression weights in thectliindirect and Theoretically, the findings have shown that the
mediation models psychological contract theory (Rousseau, 1995) lwhic

Dependent  Independent Direct  reati  Mediation relies on the norm of reciprocity could help expl#ie
variables variables model  model model model, whereby job autonomy tend to increase the
WFPC < JA 25 - 0.234™ employee’s belief that the organization will fulfiheir

88 :: \J'XFPC 0.337***0'512 8:3;"%*** obligation in heIping_ employees integrate work and
Note: WFPC = Work-Family Psychological Contract; JA =bJo famlly demands’ .WhI_Ch In turn _tend to increase the
Autonomy; OC = Organizational Commitment employee’s organizational commitment.

The findings of this study have important

Further, the findings show a significant path frggb  implications ~ for ~ organizations. ~ The findings
autonomy to WFPC and WFPC to organizationaldemonstrate that employees’ job autonomy is an
commitment. The effect of JOb autonomy on important factor that is related to WFPC and
organizational commitment shrinks upon the additibn Organizational commitment. Due to the lack of forma
WFPC (the mediator) to the mod@l £ 0.271, p<0.01). Work-family policies in Malaysia, employers should
This suggests that WFPC mediates the influencelof j take proactive steps in developing work-family

autonomy on organizational commitment, supportingPrograms that are sensitive to employees’ familydse
Hypothesis 4. to assist employees in managing work and familggol

more successfully. Employers should have a better
DISCUSSI ON understanding (_)f_ the situation faced to_enable_hlum_a
resource practitioners take constructive action in
integrating work and family demands of employeed an

The findings of this study show that employees h ) S :
hus obtain employees’ organizational commitment.

who perceive that they have more job autonomy, irf

scheduling the work and in determining work. >° 9 P >

S o is the sample size that was utilized. The resel®nted
rocedures, exhibit higher levels of organizational . :
Eommitment. Other resgarchers (leual. 2(?10' Chu here may only -be _genera_hzed o executives and
and Lai, 2011; Gallettat al., 2011) have’also re orted professionals working in media organizations lodate
that joia autenomy i 5 significant predic?or of the Klang Valley, Malaysia. Second, caution must be

T . . .~ exercised in generalizing the findings from thispée to
organizational - commitment. With regard 10 job gmpjoyees in other organizations such as manufagtur

autonomy and its association with WFPC, this studyy ganizations. There is also a need for futurearesers
found that an increase in job autonomy led to anrg examine job autonomy and its effects on emplsyee
the findings of Oeij (2006) and Ramamoortllyal.  industries such as the manufacturing industry, tigc
(2005). In other words, employees who perceived thagnother important industry in Malaysia.
their organization granted freedom to them in teahs Third, this study used the composite measurement
work arrangement would have more positiveof work-family psychological contract instead ofeth
perceptions of WFPC fulfillment. global measurement adapted for work-family benefits
The significant relationship between psychologicalThis composite measurement requires employees to
contract and organizational commitment is conststenrespond to a list of work-family content areas khic
with the results reported by Mcinnia al. (2009). they believe the organization has promised to pi@vi
Parzefall (2008) also reported similar findings.eTh The global measurement does not refer to specific
results indicate that individuals who report highercontent areas but directly assesses the subjemsalb
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perceptions of how much the organization has fatfii Byrne, B.M., 2001. Structural Equation Modeling hwit
or failed to fulfill its obligations or promises.hZo et AMOS: Basic Concepts, Applications and
al. (2007) found that the global measurement hacetarg Programming. 1st Edn., Routledge, ISBN-10:
effect sizes than composite measures. So, future 0805841040, pp: 392.
research should adapt the global measurement fqthy, L.C. and C.C. Lai, 2011. A research on the
work-family related obligations so that a better  jnfluence of leadership style and job charactexsti
measurement of work-family psychological contract 5, job performance among accountants of county
can be made. and city government in Taiwan. Public Personnel
Manage., 40: 101-118.
CONCLUSION Conway, N. and R.B. Briner, 2005. Understanding
Psychological Contracts at Work: A Critical

Job autonomy is an important antecedent of Evaluation of Theory and Research. 1st Edn.
organizational commitment and WFPC is a mediator in - 5 ¢4 University Press, Oxford, ISBN-10: '

this auton_omy—commi.tment r_elat.ionship. Employees 0199280657, pp: 226.

who perceive that their organization has grantgm‘nth Coussey, M., 2’000_ Getting the Right Work-life
greater Jo.b autonomy, V.VOUId have_stronger b.el'bﬁ t Balance: Implementing Family-Friendly Practices.
the organization W|_II fulfill the promises regarditheir 1st Edn.. Chartered Institute of Personnel and
work-family benefits and would in turn be more Developmént, London, ISBN-10: 0852928955, pp: 45.
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