Pobrane z czasopisma Annales H - Oeconomia http://oeconomia.annales.umcs.pl
Data: 04/11/2025 23:57:29

DOI:10.17951/h.2017.51.3.71

ANNALES
UNIVERSITATIS MARIAE CURIE-SKLODOWSKA
LUBLIN — POLONIA
VOL. LL 3 SECTIO H 2017

AGH University of Science and Technology

DAGMARA LEWICKA, PAULINA KARP-ZAWLIK, MONIKA PEC

dagal@poczta.fm, p.karpzawlik@poczta.fm, mpelczar@interia.pl

Organizational Trust and Normative Commitment

Zaufanie organizacyjne a przywigzanie normatywne

Keywords: organisational trust; horizontal trust; normative commitment; normative team commitment;
Poland

Slowa kluczowe: zaufanie organizacyjne; zaufanie horyzontalne; przywiazanie normatywne; przy-
wigzanie normatywne zespotowe; Polska

JEL code: M14; M12

Introduction

In the situation of almost unlimited possibilities of changing job, organizations
are increasingly focused on retaining employees with core competencies and those
offering added value to the enterprise.

The researchers’ and practitioners’ attention is focused on affective commitment
as the one generating significant benefits to the organization, whereas the importance
of normative commitment seems to be underestimated. It is often indicated in the
literature sources that the normative commitment creates added value for the organ-
ization. The employees exhibiting a high level of normative commitment typically
avail their energy and skills to the organization due to the fact that they feel a deep
sense of such behavior [Valaei and Rezaei 2016, pp. 1663—1694]. The research also
shows that this form of demeanor buoys up their affective commitment [Meyer et
al. 2002, pp. 20-52].
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The assumption about the impact of trust on the normative commitment is asso-
ciated with two premises:

* Both phenomena are based on internalized values. In the case of trust, it seems
that it is of great significance to share group common values and standards, the
so-called trust based on group identification leading to sacrificing or deferring
their sake for the particulars, relationships or group benefits [Fukuyama 1997].
By contrast, the normative commitment is associated with a sense of moral
obligation and duty, which can also result in deferring particular interests of
the individual.

* The second premise is based on the exchange theory, according to which, the
value for the employee is constituted by the organization, supervisors or co-pro-
duced reciprocity in the form of positive behavior and attitudes e.g. sense of
loyalty and duty [Turner 2004].

The few studies on the relationship between trust and organizational attachment
point to the positive impact of trust on the organizational commitment [Brockner et
al. 1997, pp. 558-583; Cascio 1993, pp. 95-104; Dirks and Ferrin 2002, pp. 450467,
Vanhala et al. 2016, pp. 46—61]. So far, however, little attention has been given to the
impact of organizational trust on the normative commitment. The authors [Meyer and
Allen 1991, pp. 61-89] indicate, however, that the normative commitment eventuates
from both the family and workplace socialization processes, especially when values
of loyalty and duty were accentuated. It is, therefore, justified to study the impact of
organizational factors on this form of commitment.

Hence, the aim of this study is to identify the impact of organizational trust on the
normative commitment in three dimensions (institutional, vertical and horizontal). To
that end, multiple regression was used in order to do the research, both on literature and
empirical methods. In this study, a hypothesis on the impact of institutional, vertical
and horizontal trust on normative and team normative attachment was formulated.

1. Literature review
1.1. Organisational trust

To trust means to believe and expect that a partner of a relation will act in support
of common interest [Gilson 2003, pp. 1453—-1468], which will assure cooperation
despite any risks [Blomqvist 2002 ]. Mutual trust assumes that neither party will
contribute to the harm of the partner, taking advantage of partner’s weaknesses [Mor-
gan et al. 1994, pp. 20-38]. According to Kozminski, trust is the basic condition of
competitive advantage, reducing the costs of control and entailing tolerance, which
is necessary for innovation and independent actions [Kozminski 2004].

Organisational trust is defined as perceived credibility of organisation estimated
through transparency, integrity, competence, kindness, and reliability, as well as based
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on personal experience and identification [Pirson and Malhotra 2008]. Many authors
indicate that positive effect of strong organisational trust is the ability to keep the
best employees in the organisation, their strong motivation, and willingness to invest
effort in their work [Glinska-Newes 2013, pp. 125-154]. Additionally, trust-based
relations make the employees offer more valuable resources to the organisation,
work better, and be more motivated to act innovatively [Vidotto et al. 2008, pp.
563-575]. The other authors [Reina and Reina 2006] state that mutuality is the base
of organisational effectiveness. They indicate that a high level of trust positively
affects organisations, allowing, among others, introducing organisational changes.
Moreover, it is emphasised that trust supports establishing satisfactory business
relations, which allows inter- and intra-organisational cooperation.

Studies on organisational trust focus mostly on interpersonal trust: among em-
ployees, called horizontal trust, between employees and their direct superior, i.e.
vertical trust [Dirks and Ferrin 2002], and institutional trust (impersonal trust) to-
wards an organisational entity [Cho and Park 2011, pp. 551-573].

Institutional trust concerns general organisation and company’s management. It
includes factors such as technologies, procedures, systems, resolutions, key goals
and vision, competences, policy and justice [Ellonen et al. 2008, pp. 160—181]. It is
shaped based on the efficiency of operations and the fairness of rules of functioning
of particular structure levels and of the whole company.

Vertical trust refers to relation between the superior and the subordinate, charac-
terised by asymmetry and dependence in terms of promotion, increase of salary, or
work safety [Sitkin and Roth 1993, pp. 367-392]. It makes trust crucial for vertical
relations. The subordinate decides whether he/she will trust the superior. Trust is
a factor that is necessary for satisfaction in relations with the superior [Conger et
al. 2000, pp. 747-767], and it is worth mentioning that the feeling of being trusted
by the superior also contributes to this satisfaction. As a result of positive rela-
tions with the superior, employees engage in their work more [Zhang et al. 2008,
pp. 111-132].

Horizontal trust is the belief that employee’s actions can be relied on [Loon Hoe
2007, pp. 12—13]. It contributes to relation enrichment, develops cooperation and
involvement, and facilitates information flow and knowledge creation [Connell et
al. 2003, pp. 569-587]. Researchers who study this problem emphasise that trust
is a condition of voluntary cooperation, an essential element of relation creation
[Morgan and Hunt 1994, pp. 20-38], the base of open communication and dialogue,
and promotes cooperative behaviour [Svensson 2006, pp. 132—-152], which results
in realisation of common goals [Gaur et al. 2011, pp. 1752—-1781]. Expecting that
a trusted person will not harm the trusting one increases the inclination to take risks
and the belief that the trusted person will take an effort to meet the obligation, acting
in the interest of the trusting party [Quigley et al. 2007, pp. 71-88].

Two sources of interpersonal trusts are indicated in the literature: cognitive
(rational) and affective (relative, based on emotions) and three main dimensions:
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partner’s competences, kindness, and reliability and integrity. These factors shape
trust both individually and as a whole, and their importance depends on the situation

[Tan and Lim 2009, pp. 45-66].

1.2. Organisational, normative and team commitment

Organisational commitment is defined as identification of the employer with
the organisation and willingness to work for it. In the literature, it is also defined
as a psychological force tying with the organisation, which makes changing work-
place less attractive [Johnson et al. 2009, pp. 431-447; Peyrat-Guillard and Glins-
ka-Newes$ 2010, pp. 47-64] and expresses the attitude of the employee towards the
organisation and its goals, a natural consequence of which is an adequate behaviour
of the employee [Kmiotek 2015, pp. 1161-1173]. One may state that building em-
ployee’s commitment is a challenge for human resources management specialists,
as it leads to efficiency increase and to the success of the organisation [Rich et al.

2010, pp. 617-635].

Allen and Meyer indicate three components of organisational commitment
[Allen and Meyer 1990, pp. 1-18]. Affective commitment shall be understood
as employee’s emotional attachment to the organisation, reflecting the degree to
which an individual feels the need to act within said organisation, which is related
to expressing positive emotional attitude towards it. It results from inner beliefs
(e.g. passion, satisfaction), is permanent and authentic. People with a high level
of affective commitment identify with the organisation, engage in it, and they are
satisfied with realising their professional roles within the organisation. Therefore,
this type of commitment is believed to be the most valuable for organisations. In the
literature, the relation between affective commitment and work results is emphasised
[Angle and Perry 1981, pp. 1-14; Becker and Gerhart 1996, pp. 779-801; Meyer et
al. 1989, p. 152, Rakowska and Macik 2016 pp. 48—58]. Moreover, research shows
a negative relation between affective commitment, turnover intention and turnover
itself [Meyer et al. 2002, pp. 20-52; Vandenberghe et al. 2009, pp. 331-348].

Continuance commitment refers to possible costs of leaving an organisation.
These costs may be increased by perceived lack of alternatives on the labour market
[Meyer and Allen 1984, p. 372]. Commitment is often a result of exchange trans-
actions between the employee and the organisation and refers to losing possible
advantages in case of employee’s resignation (e.g. bonus depending on years in
employment, retirement security, sense of security, jubilee bonuses). This type of
commitment may mean that the employee stays in the organisation to fulfil his/her
own needs. Such an attitude may be also related to the employee’s situation, e.g.
family problems, health issues, or a vision of the role of work in human life such
as its lesser importance of professional life with regard to private life. This attitude
is probably related to lack of identification with the company and performing tasks

on a basic level.
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Normative commitment is determined by social norms defining the level of
loyalty, feeling of obligation, and allegiance towards the organisation. It shows
how much one believes that he/she should stay in the organisation. It is also related
with responsibility that makes the employee stay [David and Foray 2002, pp. 9-23].
Normative commitment is employee’s moral obligation to be with the organisation
[Allen and Meyer 1996, pp. 252-276]. Basing solely on this assumption, a given
person acts in a given way believing that these actions are appropriate and morally
justified. According to social exchange theory, when employees feel that their or-
ganisation is giving something of value, they consider it their obligation to respond
to the organisation positively [Blau 1964]. Research shows that if an organisation
invests in the development of a given employee, he/she may later feel obliged to
stay in it [Meyer and Smith 2000, p. 319]. In this context, atmosphere of trust and
trust-based relations can be seen as valuable for employees, who may respond
with normative commitment. It is worth mentioning that such relation concerns

the exchange of values of the same kind, i.e. non-material.

Normative commitment is based on experiences related to socialisation in the
family, the society, and the organisation. An employee may feel high normative com-
mitment if important figures in his/her life, e.g. parents, are long-term employees
of one company and/or emphasise the importance of loyalty towards organisations.
Moreover, a high level of such commitment based on organisational socialisation
will occur in the organisation in which it is emphasised and the expectations of

loyalty are communicated [Meyer and Smith 2000, p. 319].

In recent years, many publications on the importance of teamwork for organi-
sations have been published [Alder et al. 2012, pp. 1-11]. However, few research-
ers focused on team commitment. Team commitment is defined as psychological
trust of team members to the team. It is similar to organisational commitment, but
concerns a team, not the whole organisation the team is a part of [Singh and Gupta
2015, pp. 1192—-1211]. Team members may share team goals and values, affect
the effects of its work, or value being a part of it to a different extent. The authors
[van Dick et al. 2008, pp. 388—399] state that team and organisational commitment
may coexist, which is the best situation for the organisation. Research indicates
that team trust is a source of many benefits for team work [Bishop et al. 2000, pp.
1113-1132]. It is emphasised that team members for whom participation in a team
is a pleasurable experience identify with team goals and values and want to stay in

the team to achieve its goals [Neininger et al. 2010, pp. 567-579].

It seems that, analogically to organisational commitment, team commitment
has three components: affective — satisfaction of being a team member, continu-
ance — feeling the need to stay in the team because of own motives, and normative.
Normative team commitment can be defined as related to feeling obliged to work

for the team as a result of moral duty.
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2. Method

In the study, the hypotheses about the impact of institutional, vertical and hori-
zontal trust on normative and normative team commitment have been formulated.
A quantitative approach was adopted based on the nature of the data. A structured
questionnaire was used as the primary data collection instrument. The research in-
volved conducting a survey among 501 employees of organisations and companies

operating in Poland.

2.1. Sample

The data used in the paper come from the n=1,065 sample — a random representa-
tion of the population of Poland aged 18+ by using the CATI (Computer-Assisted
Telephone Interviewing) method used in quantitative research. Telephone numbers
were randomly selected by using the assisted random digit dialing method. In addi-
tion, 70% of the mobile sample is randomly selected.

Research respondents are also randomly selected from each selected layer. The
layers (categories) correspond to the location size (9 categories), their regional distri-
bution (16) and account for the age and sex of selected persons. The sampling process
has several stages: stage one involves stratification of the population of Poland based
on the territorial location criterion and the class of the location size. The final stage
of the research sample selection takes place during its telephone delivery. The IT
system supervising the research receives both data on randomly selected telephone
numbers as well as the estimated number of the layers (for the macro-regions as well
as age, sex and location size categories). The computer randomly assigns telephone
numbers to pollsters. At the initial phase of the interview, the pollster selects their
respondents from the pool of available candidates by using the standard method and
the system automatically supervises following the planned stratification.

For the benefit of the paper, respondents were subject to an additional selection:
first, data from people who did not enjoy a working person status at the time of the
survey was rejected, second, incomplete observation that is, missing data in the var-
iables forming a part of the measurement model, was rejected. The sample structure
shown in Table 1 was calculated for the sample of n=501.

Tablel. Research sample structure

[Number| % [Number| %
Type of employment Sex

Contract for unspecified period 357 66.4 | Women 299 57.2
Contract for specified period 123 234 |Men 202 42.8
Other 21 10.2 Position held

Company’s status CEO. Owner Managing director 61 13.2
Private sector 223 43.3 | Managerial staff 88 17.6
Public sector 138 27.5 | Specialist 110 24.2
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Number % Number %
Partnership/cooperative 106 21.6 |Regular employee 153 322
International company 34 7.6 | Other 69 12.8
Seniority in the company

Education (background) Up to 3 years 142 28.3
Primary 9 24 |48 133 26.6
Vocational 62 13.4 [9-13 64 13.0
Secondary 205 40.0 |14-18 50 9.9
Higher 225 44.2 |19 and more 103 21.0
Size of the company (employees) I don’t remember 7 1.3

<10 124 24.9 Age brackets
11-50 138 27.5 |18-24 32 7.2
50-250 103 21.0 [25-34 133 26.6
251-500 33 6.7 |35-44 150 29.7
>500 81 15.8 |45-59 151 29.9
Hard to say 22 4.1 |<60 35 6.5

Source: Authors’ own study.

2.2. Measures

The items on the questionnaire were developed by the author based on the stud-
ies of the authors listed in Table 2. Each of the studied dimensions was tested using
a measurement scale containing statements with a five-point Likert scale.

Table 2. Constructs

Construct

Bibliographical sources

Institutional (impersonal) trust (6 items)

Ellonen et al. [2008]

Vertical trust (6 items)

Shockley-Zalabak et al. [2000], Huff and Kelley [2003], Tzafrir,
Baruch and Dolan [2004]

Horizontal trust (6 items)

McAllister [1995], Gillespie [2003]

Normative commitment (4 items)

Allen and Meyer [1990]

Normative team commitment (2 items)

Lewicka and Ksiazek [2015]

Source: Authors’ own study.

The normative commitment (4 items) was measured with the items such as “I am
convinced that one must be always loyal to their organisation” as well as those that
strongly emphasised the obligations towards the company and the team, e.g.: “I know
that my colleagues count on me and this is why, at the moment important for me and
my team, [ would not leave my work just like that”, “I feel an internal obligation to
work well every day not to let my colleagues down”, “I would not take sick leave
without a very good reason when the company needs me”.

The team normative commitment (2 items) was tested based on two statements
such as: “I feel an inner duty to work well every day, so as not to disappoint my
work colleagues”, and “I know that colleagues count on me, and, therefore, would
not quit my job overnight at an important moment for the company”.
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The vertical trust (6 items) was analysed on the basis of the items which referred
to the following: vertical competences of the line manager, keeping promises, open
communication, obtaining support and help as well as horizontal trust (6 items):
sharing of one’s knowledge, keeping promises, integrity, etc. Institutional (imper-
sonal) trust (6 items) was measured with statements such as: “In my company, the
company’s principles and standards are observed”, “My company is well managed”,

“In my company, conflicts are solved on an on-going basis”.

Measurement scales used in measurement parts of estimated models are reliable
and valid. Cronbach’s alpha coefficient for institutional, vertical, horizontal trust and
normative commitment exceeds the usually required value of 0.7. For the construct:
normative team commitment alpha is below 0.7, the dimension consists of only 2

items, so alpha over 0.6 is required [Nunnally et al. 1967].

3. Results

3.1. The normative commitment

The standard variable regression analysis was performed in order to determine
the factors affecting the normative commitment. It was assumed that the normative
commitment is influenced by three dimensions of organizational trust: institutional
(impersonal), vertical and horizontal. Statistical significance was proved for all three

explanatory variables.

Below, an econometric model is presented in which the independent variables
are: X, — horizontal trust, x, — vertical trust, x, — institutional trust; the dependent
variable is y — normative commitment. The model is presented as follows:

Y = 0.3X; + 0.15X, + 0.135X; + 0.16

Table 3. The effect of trust on the normative commitment

The summary for the dependent regressive variable: NORMATIVE COM-

MITMENT R = .60870888 R » 2 = .37052651 correct. R* = .37

N=501 F (3,497) = 97.516, p<0.0000, Std. estimation error: .58768

b* Std. error b Std. error t(497) P
Free indicator 1.62 0.14 11.57116 0.000000
Institutional Trust 0.18 0.06 0.135 0.05 2.89 0.004058
Horizontal Trust 0.30 0.04 0.30 0.05 6.14 0.000000
Vertical trust 0.21 0.05 0.15 0.04 3.71 0.000233

* — standardized regression coefficients
Source: Authors’ own study.
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The study found that all types of trust influence the normative commitment, with
the horizontal trust exerting the strongest influence, which proved the hypothesis set.
Hence, conclusion must be drawn that with one unit of horizontal trust increase nor-
mative commitment will rise by 0.3 units and in the case of vertical and institutional
the proportion will be 0.15 and 0.135 units, respectively. The R* of 0.37 indicates
that the model is reflected in 37% of cases.

3.2. The normative team commitment

The next step of the research examines which factors have an impact on the
normative team commitment, which is understood as a sense of team duty, pertaining
to the team whose member is the research respondent. It was assumed that, as in the
previous case, the standard attachment is affected by three dimensions of organiza-
tional trust. Statistical significance was proved for all three explanatory variables.

Below, an econometric model is presented in which the independent variables
are: X, — horizontal trust, x, — vertical trust, x, — institutional trust; the dependent
variable is y — normative team commitment. The model is presented as follows:

Y =0.5X; +0.12X, + 0.14

Table 4. Relation of trust to the normative team commitment

The summary for the dependent regressive variable: TEAM NORMATIVE
COMMITMENT R =.63511910 R~ 2 =.40337627 correct. R* =4 F (3,497) =
N=501 112.01, p<0.0000, Std. estimation error: .66201
b* Std. error b Std. error t (497) p

Free indicator 1.40 0.15 8.821964 | 0.000000
Horizontal trust 0.44 0.05 0.50 0.05 9.36 0.000000
Vertical trust 0.14 0.05 0.12 0.05 2.6 0.009381
Institutional trust 0.11 0.06 0.10 0.05 1.9 0.056738

* — standardized regression coefficients
Source: Authors’ own study.

Both types of interpersonal trust relate to the normative team commitment. The
impact of institutional trust variable, even though entered into the research model,
is negligible and statistically insignificant. This means that the horizontal trust in-
crement of one unit corresponds to an increase of 0.5 units for the normative team
commitment, whereas the same increase of vertical trust coincides with 0.12 units.
The value of R? = 0.4 indicates that the model is matched in 40% of cases.
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Conclusions

The obtained results allow for the confirmation of accepted hypotheses regarding
the impact of trust on the normative commitment and normative team commitment.
The created models make it possible to rank the impact of particular types of trust
from the most to the least affecting.

The results also imply the horizontal trust bears the greatest significance on
normative commitment. It should also be emphasized that the hypothesis about the
impact of vertical and institutional trust have been confirmed with obtained depend-
encies clearly weaker.

The study denotes that the significant impact of horizontal trust on normative
team commitment should not be unexpected. Team trust is founded in the expectation
that the working employee will take the team interest into account. And conversely,
the normative team involvement is the inner obligation to such action. Also, the
impact of vertical trust on team normative commitment has been positively verified.
There is no evidence, however, that the institutional trust affects normative team
commitment.

These results suggest that both types of normative commitment are correlated
more with interpersonal than institutional trust. They relate more to colleague re-
lationship than can be linked to employee-organisation relationship. This research
outcome might be related to the general trend of loosening organization ties and the
increasing popularity of flexible employment forms, and, as a consequence, among
others, the change of psychological contract from relational to a more calculated one
[Saunders and Thornhill 2006, pp. 449—467]. This might be due to shifting work in
organizations towards design and project teams.

The achieved R? results implies that these models explain certain degree of varia-
bility in the data (37% and 40%, respectively). This result is the source of significant
managerial implications. It constitutes the support for the thesis of the necessity for
deliberately building trust, in this case, especially in relation to interpersonal links
and particular teams [Rakowska 2011, pp. 5-18].

So far, few studies have been devoted to importance of horizontal trust in organi-
zations, shifting the focus to vertical trust. Therefore, the essential complement to this
research would be to clarify the relationship between the two constructs, addressing
the question of how the different types of trust with particular emphasis on horizontal
trust have an effect on normative commitment and team normative commitment.
It would be advisable to attempt to identify other factors bearing on the standard
attachment, among which respondents’ personality traits and other organizational
factors, e.g. support organization (POS), organizational justice, etc. would be worth
taking into account. In the course of further research, attention should be focused
on confirming the overall model of the impact variables tested on organizational
commitment based on the of structural equation modeling method (SEM).
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Organizational Trust and Normative Commitment

The purpose of this study is to investigate the impact of the institutional, vertical and horizontal trust
upon normative and normative team commitment. The survey of 501 randomly selected employees was
conducted in Poland. The method of multiple regression analysis was used in order to test hypotheses on
the impact of different types of organizational trust on the normative and normative team commitment. The
results indicate that the horizontal trust exerts the greatest influence on both types of normative commitment.

Impact of institutional trust on normative team commitment has not been confirmed.

Zaufanie organizacyjne a przywiazanie normatywne

Celem artykutu jest zbadanie wplywu zaufania instytucjonalnego, wertykalnego oraz horyzontalnego
na przywiazanie normatywne i normatywne zespotowe. Badanie zostato przeprowadzone w Polsce wsrod
501 losowo wybranych pracownikéw. Metoda analizy regresji wielokrotnej zostata wykorzystana w celu
weryfikacji hipotez o wptywie poszczegdlnych rodzajow zaufania organizacyjnego na przywigzanie norma-
tywne i normatywne zespotowe. Uzyskane wyniki wskazuja, ze zaufanie horyzontalne wywiera najwigkszy
wplyw na oba rodzaje przywigzania normatywnego. Nie potwierdzono wplywu zaufania instytucjonalnego

na przywigzanie normatywne zespotowe.
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