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Abstract  The present study utilizes the Meyer and Allen three–component model of organizational commitment 
to measure commitment among faculty members in Saudi Arabia. The study further investigates the relationship 
between the faculty's demographic variables (gender, academic rank, college cluster, years of experience, and 
nationality) and their organizational commitment. A survey research design was used to measure 185 faculty 
members’ commitment to their organizations. This study’s results demonstrate high levels of effective organizational 
commitment among respondents. Academic rank was found to be significantly related to organizational commitment 
among other demographic variables. The implications of the study could be used to improve organizational 
commitment among faculty members in Saudi Arabia. 
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1. Introduction 
Faced with competitive pressures, higher education 

institutions have paid greater attention to developing a 
spirit of organizational commitment among their members. 
According to a previous study [10], an organization's 
success does not depend only on how it develops 
employees' competencies but also on how it develops 
commitment toward the organization. 

Organizational commitment has been shown to be one 
of the most important indicators and factors for success in 
higher education institutions [11,16]. It is also one of the 
key factors for organizational survival and effectiveness 
[24]. A review of the literature reveals that organizational 
commitment is positively associated with job satisfaction, 
employee retention, superior work quality, higher productivity, 
lower turnover rate, and achievement of organizational 
goals [6].  

Consequently, organizational commitment has received 
extensive conceptual and practical attention in the 
management literature over the last four decades. 
According to a reference [15], organizational commitment 
is a universal topic and is not limited to national 
boundaries or a particular organization. To promote and 
systemize organizational functioning for achieving their 
goals, mission, and objectives, the demographic factors of 
the employees should be considered by the managers of 
the organizations [17]. Many investigations have proven 

that demographic factors could affect organizational 
commitment and should therefore be controlled. 

Empirical studies pertaining to organizational commitment 
have shown that demographic variables, such as gender, 
academic rank, and nationality, are among the most 
frequent variables that affect organizational commitment. 
Moreover, studies have shown that an employee's 
perception is an important factor for organizational 
commitment. Although organizational commitment has 
been a focus of numerous studies in the last four decades, 
empirical assessment of faculty commitment in Saudi 
Arabian universities has been less extensive. 

This study is significant as it provides insight into the 
nature of organizational commitment among faculty 
members in Saudi universities. The study further 
investigates the relationship between the faculty member’s 
demographic factors and his or her organizational 
commitment. 

First, as a theoretical explanation of organizational 
commitment models, the proposed linkages between 
organizational commitment and demographic variables are 
described. Next, the methods used in the study and the 
results are explained. Finally, the implications of the 
results are presented. 

2. Conceptual Framework 
Early perspectives of organizational commitment have 

examined the behavioral perspective of commitment. 
These studies have identified commitment in terms of 
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employee behavior and tendency to engage in consistent 
lines of activity [2,3,8,23]. In behavioral organizational 
commitment, employees are "viewed as committed to 
particular organizational behaviors rather than to an 
entity" [24]. 

Recent perspectives of organizational commitment have 
focused on attitudinal perspectives of commitment 
[5,7,9,15,28,29,31,40]. In contrast to behavioral 
commitment, which is concerned with the process by 
which employees become committed to their own past 
behaviors, attitudinal commitment focuses on the 
employee’s relationship with the organization [35]. This 
approach identifies commitment as the employee's 
identification and acceptance of the organization's goals 
and values and willingness to exert effort on behalf of the 
organization to maintain membership in the organization. 
O'Reilly and Chatman have focused on the attitudinal 
perspectives of commitment. They classified commitment 
into three levels: accordance, identification, and 
internationalization. 

 Allen and Meyer's model also focused on the 
attitudinal perspectives of organizational commitment. It 
defined commitment as the "psychological relation 
between employees and organization" [28,29]. This model 
proposes that organizational commitment is experienced 
by the employee as three simultaneous mindsets 
encompassing affective, normative, and continuance 
organizational commitment [22]. Affective commitment is 
defined as the employee's emotional attachment and level 
of involvement in the organization [5]. Employees with 
affective commitment "undertake actions because they 
want to" [24]. Thus, it is closely related to identification 
[33]. Continuous commitment is the employee's 
willingness to stay in the  organization to avoid cost of 
leaving the organization, such as reduction in pay, benefits, 
or facilities. Employees who have a strong continuous 
commitment remain in the organization because they need 
to remain there. Normative commitment is associated with 
the employee's feeling of moral obligation to the 
organization [4,9]. Employees believe that the 
organization is supporting them and they are "obligated to 
stay with the organization”. Organizational commitment is 
an "inner psychological feeling that obliged the employee 
to stay in the organization [33]. Normative commitment is 
usually the least understood approach in the organizational 
commitment literature [29].  

The present study utilizes the classic 1991 Meyer and 
Allen three–component model of organizational 
commitment to understand commitment among faculty 
members in Saudi universities. This model has been 
designed as a comprehensive model to understand 
commitment within the organization. It is one of the 
dominant models for study of workplace commitment and 
reflects the multidimensional nature of the construct of 
commitment [22]. It integrates a variety of alternative 
conceptualizations and reconciles the opposing ideas in 
the literature on organizational commitment [35]. Further, 
it is a powerful model to match organizational 
commitment components to the employees. Allen and 
Meyer have stated that employees can experience more 
than one form of commitment at the same time. They have 
suggested that each employee has a "commitment profile 
reflecting the three-component of commitment.  

A review of literature on the relationship between 
organizational commitment and the demographic variables 
(gender, academic rank, years of experience, and 
nationality) of faculty members in higher education 
institutions shows that this issue is still unresolved [1]. 
Some studies, for example, have studied the relationship 
between job rank and organizational commitment. The 
results proved contradictory. On one hand, some studies 
have found that academic rank had a positive impact on 
faculty commitment in Kingdom of Saudi Arabia (KSA) 
universities [1,21,27,28,36]. On the other hand, others 
have found that academic rank was negatively associated 
with organizational commitment [18,20,33,38]. 

In addition, other studies have investigated the 
relationship between gender and organizational 
commitment. The results also reflect contradictory 
evidence. Some studies have reported that gender was one 
of the most important predictors of organizational 
commitment [4,13,26]. Other studies, on the contrary, 
have reported no significant differences between gender in 
organizational commitment [33,39]. 

Some other investigations have been run to examine the 
relationship between years of experience and 
organizational commitment. Some studies reported that 
the years of experience was a highly significant predictor 
of faculty commitment in KSA universities [21,34]; others 
found insignificant correlation between years of 
experience and organizational commitment [1].  

Very few studies have examined the relationship 
between the faculty member’s nationality and 
organizational commitment (OC). Most of these 
investigations have been explored in the United Arab 
Emirates [25,37], and have found that nationality of 
employees was positively and significantly correlated with 
the level of their commitment. Few studies have examined 
the relationship between the faculty's nationality and OC, 
despite the thousands of expatriate faculty employed in 
KSA universities. 

The present study adopted the Meyer and Allen three–
component model of organizational commitment to 
understand organizational commitment among faculty in 
Saudi universities, and investigated the relationship 
between the faculty member’s demographic variables 
(gender, academic rank, years of experience, and 
nationality) and organizational commitment (OC). 

3. Research Questions 
This study addressed the following research questions: 
RQ1: What is the level of faculty member’s affective, 

normative, continuance and overall organizational 
commitment? 

RQ2: Are there significant differences in faculty 
member's perception toward overall organizational 
commitment based on college cluster? 

RQ3: Are there significant differences in faculty 
member's perception toward overall organizational 
commitment based on academic rank? 

RQ4: Are there significant differences in faculty 
member's perception toward overall organizational 
commitment based on duration of service in the university? 
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RQ5: Are there significant differences in faculty 
member’s perception toward overall organizational 
commitment based on gender? 

RQ6: Are there significant differences in faculty 
member's perception toward overall organizational 
commitment based on nationality? 

4. Methodology 
A survey research design was used to address the 

purpose of the study and understand the research problem 
better. A fully structured organizational commitment 
Questionnaire (OCQ) based on the classic 1991 Meyer 
and Allen three-component model of organizational 
commitment was developed by the researchers. This 
questionnaire measures three forms of organizational 
commitment. It consists of two sections. The first section 
of the questionnaire solicits information concerning the 
demographic and the professional characteristics of the 
participants. The second section consists of 23 items with 
a five-point response scale that is subdivided into three 
dimensions. The respondents were asked to examine their 

perceptions of their organizational commitment. The 
questionnaire was anonymously and randomly dispatched 
via internal electronic mail to the participants.  

The research sample consisted of a population of full- 
time faculty members employed at the University of 
Dammam, the biggest University in the eastern Province 
of Saudi Arabia. The sample size was calculated to be 185, 
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with a marginal error of 0.072 at the 95% confidence level. 
As the surveys administered in this study used Likert-

type scales, Cronbach’s alpha (α) was a good indicator of 
the internal consistency of the survey questions [12]. 
Whereas Cronbach’s alpha is also suitable for providing a 
reliability coefficient on a homogenous section of an 
instrument, Pearson Correlation was also a reasonable 
indicator of the validity of the instrument [12]. The alpha 
coefficients and the Pearson Correlation for the survey 
questions were calculated using SPSS and are presented in 
Table 1 below.  

Table 1. Cronbach's Alpha and Pearson Correlation of the OCQ 

Pearson Analysis Cronbach's Alpha Number of statements Dimensions 

0.90 0.85 8 Affective Commitment 

0.89 0.83 7 Continuance Commitment 

0.94 0.77 8 Normative Commitment 

---------------- 0.89 23 Overall Organizational Commitment 

The standardized item alphas computed revealed that all 
survey sections had values over .77, as shown in Table 1, 
which is statistically accepted as good reliability. To 
check the validity of the instrument, Person correlations 
were calculated between each dimension and its subscale, 
and positive values and ranges from .94 to .89 were found. 

4.1. Demographic Characteristics of the 
Participants 

Table 2 summarizes the demographic characteristics of 
the survey respondents, including attributes such as 
college cluster, academic rank, gender, nationality, and 
years of work experience. All are represented by the 
frequency distribution and percentage. Table 2 indicates 
the demographic breakdown of the sample data. 

In summary, 74.6% of the respondents were females 
and 25.4% were males, 47.5% were Saudis and 52.5% 
were non-Saudis, 5% were professors, 13.8% were 
associate professors, 39.8% were assistant professors, 
16.6% were lecturers, and 24.9% were demonstrators. 
Looking at the duration of service at UoD, 51.4% of the 
participants had 5 years or less experience, 18.8% had 
between 5 and 10 years experience, and 29.8% had more 
than 10 years of experience. By college cluster, 23% 
represented the Health Profession path, 5.2% represented 
the Engineering path, 32.6% represented Sciences & 
Business Management, and 39.3% represented Arts & 
Education. 

Table 2. Demographic Characteristics of the Participants 
% Number Variables 

College Cluster: 
24.3 53 Health Professions Cluster 

5.5 10 Engineering Colleges Cluster 

24.8 54 Sciences & Management Cluster 

35.4 64 Arts & Education Cluster 

Academic Rank: 

5 9 Professor 
13.8 25 Associate professor 

39.8 72 Assistant Professor 

16.6 30 Lecturer 

24.9 45 Demonstrator 

Gender: 

25.4 46 Male 
74.6 135 Female 

Nationality: 

47.5 86 Saudi 

52.5 95 Non Saudi 

Duration of service at UoD: 

51.4 93 5 yrs or less 
18.8 34 >5 – 10 

29.8 54 >10 yrs 

100 181 TOTAL 
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5. Results and Analysis 
To measure the organizational commitment (OC) 

among the respondents, the data obtained were analyzed 
using SPSS. Data analysis consisted of descriptive 
analyses, frequency distributions, t-tests, and one-way 

ANOVAs. T-test and one-way ANOVA results were used 
to measure the significant differences between the means 
of college cluster, academic ranking, duration of service in 
the university, gender and nationality among the 
participants for the overall organizational commitment.  

Table 3. Descriptive Statistics and Organizational Commitment 
Frequency (%) 

Levels St D Mean N Descriptive Statistics 
Low Mode-rate High 

1 
(0.6%) 

26 
(14.8%) 

149 
(84.7%) H 0.59 4.15 176 Affective Commitment 

11 
(6.4%) 

72 
(41.6%) 

90 
(52.0%) M 0.75 3.65 173 Continuance Commitment 

1 
(0.6%) 

47 
(26.9%) 

127 
(72.6%) H 0.56 4.01 175 Normative Commitment 

1 
(0.6%) 

45 
(26.0%) 

127 
(73.4%) H 0.58 3.94 173 Overall OC 

Note: L=Low (1-2.33). M=Moderate (2.34- 3.66), H=High (3.67-5). 

5.1. Research Question 1: Level of Affective, 
Continuance, Normative and Overall 
Organizational Commitment 

Table 3 shows that a high level of commitment was 
reported for affective, normative and overall OC with 
(M=4.15 and SD=.59), (M=4.01 and SD=.56), and 
(M=3.94 and SD=.58), respectively. Affective 
commitment was higher than continuance and normative 
commitment and overall OC. The majority of the 
respondents (84.7%) rated they had a high level of 
affective commitment, 14.8% rated that they had a 
moderate level of commitment, and less than 1% rated that 
they had a low level of commitment. One hundred twenty 
seven of the respondents (72.6%) and 47 of the 
respondents (26.9%) reported high and moderate 
normative commitment, respectively. A moderate level of 
commitment was reported for continuance commitment 
(M=3.65, SD=.75). More than half (52.0%) of the 
respondents had a high level of commitment, 41.6% had a 

moderate level of commitment, and 6.4% reported a low 
level of commitment for continuance commitment. One 
hundred twenty seven respondents (73.4%) rated a high 
level of commitment, and 26.0% rated a moderate level of 
commitment for overall OC. Findings in Appendix 1 
illustrate the descriptive statistics for all OC statements 
arranged in descending order. The respondents possessed 
a high level of commitment towards the majority of the 
statements (16, 69.6%), with a mean ranging from 4.50 to 
3.74 and St D ranging from 28.87 to 14.89. The 
respondents also had a moderate level of commitment 
(30.4%) with a mean ranging from 3.58 to 3.19 and St D 
ranging from 36.67 to 29.05. 

5.2. Research Questions 2, 3, 4: Are There 
Significant Differences in the Faculty 
Member’s Perception of Overall 
Organizational Commitment Based on 
College Cluster, Academic Rank, and 
DURATION of Service at UoD? 

Table 4. Analysis of variance in Overall OC based on College Cluster, Academic Rank, and Duration of Service 
P-value f-value St D Mean N Variables  

.532 .736 

.496 4.02 52 Health Professions C
O

LLEG
E 

C
LU

STER
S 

.85 3.72 10 Engineering 

.484 3.90 53 Sciences & Management 

.687 3.95 58 Arts & Education 

.036* 2.637 

.440 4.35 9 Professor A
C

A
D

EM
IC R

A
N

K
 

.472 3.87 25 Associate professor 

.474 4.04 72 Assistant Professor 

.524 3.90 30 Lecturer 

.780 3.77 37 Demonstrator 

.923 .080 

.579 3.95 85 5yrs or less 

D
uration of 
Service 

.501 3.98 34 >5 – 10 

.639 3.92 54 >10 yrs 
*P<.05  Tot N=173 

Table 4 shows that significant differences existed for 
overall commitment among the respondents based on 
academic rank, (F = 2.637, p< 0.05). However, there were 
no significant differences among the respondents based on 

college cluster (F =.735,p> 0.05). Likewise, the one -way 
ANOVA showed no significant differences among the 
participants based on duration of services at UoD (F 
= .080, p> 0.05). 
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5.3. Research Questions 5 and 6: Are There 
Significant Differences in the Faculty 
Member's Perception of Overall 
Organizational Commitment Based on 
Gender and Nationality? 

Table 5. T-Test analysis for overall OC based on Gender and 
Nationality 

Variables N Mean St D t-value P-value 

GENDER 
Female 129 3.93 .532 

.320 .75 
Male 44 3.97 .730 

NATIONALITY 
Saudi 93 3.89 .497 

-1.127 .261 
Non- Saudi 80 3.99 .650 

*p<.05  Tot N= 173. 
The results of the t-tests in Table 5 show that there were 

no significant differences between male and female 
faculty members for overall organizational commitment (t 
= 0.320, p> 0.05). Likewise, the t-test indicated that there 
were no significant differences between Saudi and Non-
Saudi faculty members on overall organizational 
commitment (t = -1.127 and p> 0.05).  

6. Discussion  
Although organizational commitment is crucial to the 

success of higher education institutions, few studies have 
focused on commitment in higher education institutions in 
Saudi Arabia [14,19]. Moreover, the investigations that 
have been performed over the past years reveal that the 
relationship between organizational commitment and the 
demographic variables of the faculty members in higher 
education institutions is still unresolved [1]. This study 
was designed to examine the level of organizational 
commitment among faculty members in Saudi Arabia. The 
study further investigated the relationship between the 
faculty member's demographic variables (gender, 
academic rank, college cluster, years of experience, and 
nationality) and their organizational commitment.  

To measure the commitment among the faculty 
members in Saudi Arabia, the researchers used the classic 
1991 Meyer and Allen three–component model of 
organizational commitment. The three component model 
is still not well investigated in other cultures besides 
Western, English-speaking countries.  

The research sample consisted of a population of full-
time faculty employed in one of the leading universities in 
Saudi Arabia. An exploratory investigation was used to 
better address the purpose of the study and to understand 
the research problem. The analysis of the data showed that 
the faculty had a moderate level of commitment. The 
results also reflected that the faculty members had a high 
level of affective commitment and were emotionally 
attached to the university and that the university had a 
great deal of personal meaning for faculty; they did feel 
"obliged or trapped". This finding is consistent with the 
previous research findings [1,30,33].  

Among the demographic variables used in this study, 
only academic rank was found to be significantly related 
to the faculty member's organizational commitment. The 
higher the academic rank was, the more the faculty 

member was committed to the university. This result is in 
line with that of other studies [28,32,33,36]. 

No significant difference was found between duration 
of service in the university and overall organizational 
commitment. This result is also in line with that of Alshitri 
[1]. Most of the respondents (51.4%) had 5yrs or less of 
service at the university. This may help to explain why no 
significant differences were found between the faculty 
members' duration of service in the university and overall 
organizational commitment. 

The results also indicated that no significant differences 
existed between Saudi and non-Saudi faculty on overall 
organizational commitment (t = -1.127, p>0.05). The 
faculty distribution by nationality that were exhibited on 
the university website shows that 75% of non-Saudi 
faculty come from Arab countries in the region with 
challenging working life conditions and benefits (Yemen, 
Sudan, Syria, Egypt, Tunisia, and Jordan). This may help 
to explain the high organizational commitment among the 
non-Saudi faculty members.  

The analysis of the data also showed that no significant 
differences existed between male and female faculty in 
their level of organizational commitment. This finding is 
consistent with that of Zaitouni, et al., and Nazari, et al., 
[33,39]. In Saudi higher education institutions, no gender 
bias is observed. Moreover, work benefits and financial 
compensation in Saudi universities are equally distributed 
between male and female faculty, and this may contribute 
to the overall male and female faculty commitment. This 
may help to explain why no significant differences were 
found between male and female faculty on overall 
organizational commitment. 

7. Conclusions 
The study reports an empirical investigation of 

organizational commitment among faculty members in 
Saudi Arabia. Organizational commitment has been 
proven to have a significant positive effect on the overall 
teaching performance of faculty members, and could be an 
important indicator of organizational efficiency and 
effectiveness [24]. This study is significant as it develops 
understanding and awareness of the nature of 
organizational commitment among faculty members of 
different cultures. It also provides new investigation and 
data about the relationship between organizational 
commitment and demographic variables in higher 
education institutions in Saudi Arabia. However, the 
results of the study were based only on data from 
University of Dammam. Therefore, the results represented 
only the faculty members at this institution and could not 
be generalized to all faculty members in Saudi Arabia. 
Further investigations are needed to examine faculty 
member's organizational commitment at other universities. 

8. Implications for Practice 
The present study recommends that University 

administration take into consideration the needs and 
expectation of all faculty members to help improve their 
organizational commitment, especially in areas addressing 
their training & development, their work conditions, their 
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financial compensation, and their other work benefits. 
Moreover, policymakers should develop policies that 
encourage and support organizational commitment among 
faculty members in Saudi Arabia. 

Further studies to investigate the effect of 
organizational efficiency and effectiveness to faculty 
members' OC, and investigations of some independent 
variable such as job involvement, job satisfaction, and 
turnover intention among faculty, is recommended.  

In general, further empirical assessment of the Meyer 
and Allen three–component model of organizational 
commitment would add to knowledge of organizational 
commitment among employees in other universities and 
other types of organizations and to the scientific 
credibility of this model.  
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APPENDIX 1 

Organizational Commitment Statements 
St D Level Mean N Type Statement 

.87 High 4.50 171 N I am rarely absent from my work since I have a moral obligation 
with my organization 

.66 High 4.43 172 N I do more than what the task defines because I am loyal to my 
organization. 

.78 High 4.31 171 C I am working in this organization out of necessity as much as 
desire. 

.84 High 4.30 170 A I really feel as if the organization's success as my own. 

.69 High 4.28 171 A I am very happy to continue working for this organization. 

.77 High 4.27 171 N I believe one must always dedicate his/ her knowledge and 
experience to the organization. 

.76 High 4.25 170 N 
I believe a person must remain loyal to his or her organization 
and care to maintain relations with other members of the 
organization. 

.72 High 4.23 173 A I am happy to exert my effort to achieve my organization's goals 
and values. 

.82 High 4.23 172 A I would be very happy to do things even if there is no clear 
reward or punishment. 

.81 High 4.15 172 A I have a strong sense of belonging to my organization. 

.94 High 4.09 171 A I really feel that my organization makes me feel important. 

.79 High 4.09 172 N I believe one must always be loyal to the organization's norms 
and values. 

.86 High 4.06 170 A My organization brings me personal fulfillment and satisfaction. 

1.02 High 4.02 171 C I continue working in the organization because I do not have 
other options. 

1.03 High 3.94 172 A I am emotionally attached to this organization. 

1.08 High 3.74 171 C It would be very hard for me to leave my organization because it 
satisfies my needs. 

1.04 Moderate 3.58 168 C 
I am worried if I move to another organization I may scarify the 
compatibility of my current work stress level to my 
responsibilities. 

1.08 Moderate 3.50 169 N My organization deserves my loyalty. 

1.19 Moderate 3.50 172 N I feel I owe my organization for with the professional training 
and development programs it provides. 

1.05 Moderate 3.48 172 N 
I have a moral sense of obligation to remain in the organization 
for all the collaborative learning opportunities and resources it 
gave me. 

1.19 Moderate 3.38 172 C My life may be disturbed if I decided to leave my organization. 

1.14 Moderate 3.31 171 C My organization shows consideration to my financial needs 
which may not be matched by other organizations if I leave. 

1.17 Moderate 3.19 171 C I will not leave this organization because I am satisfied with my 
salary. 
Note: Low (1-2.33), Moderate (2.34- 3.66), High(3.67-5)  
Note: (A=Affective Commitment), (C= Continuance Commitment), (N=Normative Commitment). 
 


