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Abstract

Purpose — This study aims to investigate whether organizational commitment in small and medium-sized
family enterprises (FSMEs) is associated with their employees’ contextual performance.

Design/methodology/approach — A quantitative and exploratory research approach was adopted
focusing on FSMEs based in an inland region of Portugal. These were considered family firms, being owned
exclusively by one or a small number of families. The data-collecting instrument was based on a
questionnaire, with the final sample being composed of 101 employees.

Findings — The results obtained allow the conclusion that in FSMEs, affective commitment has a positive
influence on contextual performance, as employees in this firm segment have an emotional connection in the
context in which they are situated.

Practical implications — The authors can point out the fact that the strong association between affective
commitment and employees’ contextual performance has a relevant role in FSMEs. Therefore, these firms
must be aware of this type of organizational commitment, as affective commitment increasingly influences
their employees’ and teams’ performance.

Originality/value — The study contributes to advancing theory regarding the relationship between
organizational commitment and contextual performance in small and medium-sized enterprises with a family
structure. A new dimension of organizational commitment (Imperative) was considered in the family firm
context.

Keywords Team management, Small and medium-sized enterprises, Family firms,
Organizational commitment, Contextual performance

Paper type Research paper

1. Introduction

As part of the segment of small and medium-sized enterprises (SMEs), family firms form a
particular case, as they account for the great majority of firms worldwide and are widely
recognized for their important performance in the global economy (Erdem and Erdem, 2011),
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namely, concerning their great number, turnover, employment created and economic effects
(Pérez-Cabartiero et al., 2012).

In the current climate, these firms find themselves in a context of transformations, where
constant change has caused major impacts on the working environment and relationships
between individuals and organizations (Franco and Haase, 2012). In seeking greater
efficiency, small and medium-sized family enterprises (FSMEs) have implemented
organizational processes and different modernizing strategies, but these efforts become
limited if such firms do not have committed employees motivated toward objectives.
Vergara (2000) highlights the importance of building a relationship of commitment and the
firm should be in harmony with the changes in its surrounding environment, and with its
employees’ performance.

This study focuses on the specific context of FSMEs, where FSMEs can be viewed
through the theoretical lens of teams (Pearson et al, 2014). Schjoedt et al. (2013, p. 3)
emphasized the fundamental importance of teams in family firms, where teams have
identifiable features such as “interdependent skill sets, common goals, shared commitment
and mutual accountability”. The family, as a team, can exert influence on the firm, simply by
their shared concerns, desires and values, communicated to decision-makers, often referred
to as the non-economic goals of the family (Chrisman et al., 2012). The family acts as a team
in its normal day-to-day functioning, entirely removed from the workplace, yet the
behaviors, norms and communication likely transfer over to the functioning of the firm,
either implicitly or explicitly (Arregle ef al., 2007). These family team factors affect the social
processes that can be transferred from the family to the firm.

Understanding team functioning may help resolve or better understand the dynamic of
the family team that can impact the success of the FSMEs. Thus, in recent years, there has
been a notable growth in research on organizational commitment, and especially the bases
for its formation (Iles et al., 1996; Vallejo and Langa, 2010; Hatak et al., 2016). According to
these authors, this increase is due to academics and managers’ interest in understanding the
links existing between individuals and the organization. For Sa (2000), individuals who are
committed to the organization believe their behavior at work needs to be within what is
right and morally correct, guiding themselves by internalized attitudes and standards.
There is a psychological and affective behavioral link between the individual and the
organization, which favors motivation for work, besides commitment itself (Cook and Wall,
1980; Abbott et al., 2005).

Cunbha et al. (2003) state that organizational commitment focuses on studying individuals
and groups in the organizational context, as well as processes and internal practices in
organizations that affect employees. For Marques and Cunha (1996), the need is, therefore, to
analyze not only employees’ association with organizations but also firms' impact,
particularly on their employees’ commitment, behavior and development. Memili et al. (2013)
also mention that organizational commitment is important concerning the will to contribute
to organizational objectives and is particularly relevant in FSMEs, as these firms often
depend on family members’ long-term involvement through succeeding generations.

For Meyer and Allen (1997), the concept of organizational commitment designates the
psychological relationship individuals form with the organization in which they perform
duties. Therefore, to analyze the level of organizational commitment present in family firms,
this study is based on the multi-dimensional model by these two researchers. For them, the
organizational commitment structure includes three components: affective, normative and
instrumental. In the family firm sector, Sharma and Irving (2005) also indicated a new
dimension: “imperative commitment”.
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There is a lack of understanding as to how organizational commitment influences
employees’ performance (De Massis ef al, 2013; Hatak et al, 2016), more precisely,
contextual performance. Contextual performance is understood here as behavior able to
create the psychological, social and motivational climate which makes it easier for the
employee to fulfill objectives related to the technical or task component (Pinto et al., 2009).

While prior research has focused on these two constructs (organizational commitment
and contextual performance) within the context of non-family firms, little research has been
carried out on FSMEs (Sharma and Irving, 2005), with relatively few empirical studies about
organizational commitment in family firms based on the dimensions defined by Meyer and
Allen (1997) and Sharma and Irving (2005). However, family enterprises by definition are
characterized by deep family involvement; it is often natural for family members to identify
with the business (Dawson et al., 2015). As noted by Sharma and Irving (2005), family firms
are commitment-intensive organizations, as family members are emotionally attached and
identify with the founder’s business.

So to fill this gap in the literature on family firms, the main aim of this study is to observe
the association of organizational commitment (affective, normative, instrumental and
imperative) with employees’ contextual performance in FSMEs. This study contributes to
the broader commitment literature by examining a four-component model of commitment in
the FSME context. Our study also contributes to the underdeveloped research on
organizational commitment by showing how family commitment as a distinctive
characteristic of FSMEs influences employees’ contextual performance.

The paper is organized as follows: Section 2 gives a theoretical overview of
organizational commitment and contextual performance in FSMEs and develops
hypotheses. Section 3 presents the methodology, i.e. sample, data collection, variables and
measurement. Section 4 shows the findings. Finally, Section 5 discusses the results and
concludes and puts forward the theoretical and practical implications of our study.

2. Theoretical foundations

2.1 Contextual performance

How employees’ performance is accurately and comprehensively evaluated is one of the
main focuses of human resource management research and practice. It is taken for granted
that performance evaluations should reflect the real and overall contributions employees
have made to organizations (Wang et al., 2008).

Viswesvaran and Ones (2000) and Borman and Motowidlo (1997) define individual
performance as including task performance and contextual performance. For these authors,
definition of individual performance consists of a set of actions, behaviors and results that
employees demonstrate and perform, contributing to the attainment of organizational goals.

In achieving firms’ goals, employees are expected to perform many “contextual”
activities that may not be directly related to their task functions but are important for their
organizations (Borman and Motowidlo, 1997). These contextual activities are considered as
critical catalysts for the accomplishment of task functions (Borman and Motowidlo 1993;
Wang et al., 2008). This type of performance does not aim so much to support the technical
system, but rather the organization more broadly, the social and psychological climate in
which the technical system should function. This dimension of individual performance
affects the organizational culture and climate (Hattrup ef al, 1998), influencing its
performance or effectiveness (Borman and Motowidlo, 1993; Borman et al., 2001).

Contextual performance has been defined as behavior that affects the organizational,
social and psychological context in which the work is performed (e.g. working
cooperatively with others, persisting to reach difficult goals, following organizational rules
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[Borman and Motowidlo, 1993; Gellatly and Irving, 2001]). Rego (2002) also mentions that (Qrganizational
contextual performance corresponds to activities that are not directly related to one’s ~gmmitment in

functions but which model the organizational, social and psychological environment.

The concept of contextual performance was introduced in response to the difficulty in
expanding the job performance domain (Arvey and Murphy, 1998). In organizational
settings, employees are required to interact and coordinate with others and to perform
activities that go beyond their job descriptions to fulfill job-specific tasks. Such contextual
behaviors serve to facilitate communication, improve social communication and reduce
tension and/or disruptive emotional responses, all of which are essential for an
organization’s survival and success (Arvey and Murphy, 1998; Wang et al., 2008).

Van Scotter and Motowidlo (1996, p. 525) divided contextual performance into two
dimensions:

(1) interpersonal facilitation, defined as “cooperative, considerate, and helpful acts
that assist co-workers’ (staff) performance”; and

(2) job dedication, defined as “self-disciplined, motivated acts such as working hard,
taking initiative and following rules to support organizational objectives”.

Interpersonal facilitation refers to interpersonal behaviors that contribute to accomplishing
organizational goals. This kind of behavior improves employee morale, encourages
cooperation and supports the social context (Cichy et al, 2009). Job dedication is the
motivational foundation of job performance and refers to self-disciplined behavior such as
following rules, working hard and taking the initiative to solve problems at work (Wang
et al., 2008). On the other hand, contextual performance behavior such as volunteering,
persevering, helping and cooperating are related to motivational variables and personality
characteristics (Borman and Motowidlo, 1997; Wang e al., 2008).

In addition to defining the behavioral dimensions of contextual performance,
considerable research attention has focused on predicting this aspect of performance
(Borman and Motowidlo, 1997). The results generally show that individual differences in
personality, rather than general cognitive ability or job-relevant knowledge and skills, are
important predictors of contextual performance criteria (Hattrup et al,, 1998; Gellatly and
Irving, 2001). Conscientiousness (e.g. achievement-oriented, organized and exacting) is
particularly relevant as a dimension of contextual performance (Borman and Motowidlo,
1993; Gellatly and Irving, 2001).

Given that the dimension of conscientiousness has been linked to motivational processes
and outcomes (Gellatly and Irving, 2001), it is reasonable to expect that managers and
employees who score highly in this dimension are more likely than their low-
conscientiousness counterparts to engage in goal-directed behavior and to perform tasks
carefully and enthusiastically (Van Scotter and Motowidlo, 1996).

For Carlos and Rodrigues (2016), the concept of contextual performance can be measured
through various dimensions: cooperation, organizational conscientiousness, interpersonal
and relational skills and personal characteristics/persistent effort. From the existing
literature, these authors built a framework of the dimensions of contextual performance
(TableI).

2.2 Organizational commitment

Allen and Meyer (1996) define organizational commitment as a psychological connection
between an employee and the organization which makes it less likely the employee will
leave of their own accord. This concept emerged in the past decades as a crucial aspect in
understanding employees’ attitudes and behaviors with regard to a given organization
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Table 1.
Dimensions of
contextual
performance

Dimension Definition

Persistent effort (merged Persistence to reach goals

with personal
characteristics)
Cooperation Effectiveness in working with others
Performing extra tasks
Helping colleagues
Organizational Personal discipline (as people abstain from negative performance behaviors, such
conscientiousness as excessive absenteeism and breaking rules and procedures at work)

Observation
Personal characteristics  Initiative
(merged with persistent Motivation to perform, to learn (seeking information) and to work hard
effort) Creativity and innovation
Adaptability
Stress tolerance
Interpersonal and Oral and written communication skills
relational skills Conflict-solving
Negotiation
Influencing others
Social networks

Source: Carlos and Rodrigues (2016)

(Allen and Meyer, 1990). Organizational commitment is a strong belief in the organization’s
goals and values, a willingness to work on behalf of the organization and a desire to
maintain membership of the organization (Carmon et al., 2010).

One of the primary motives for organizational commitment is identifying with the
organization (Becker, 1992). Individuals who embrace their organizations’ goals and
missions through identification processes are more likely to remain committed to their
organizations than individuals who do not (van Dick et al., 2004).

Although research carried out in the field of organizational commitment attempts, above
all, to find and develop models that quantify and explain individuals’ different levels of
commitment at work, it can be seen throughout these studies that the concept and its
definitions have evolved (Allen and Meyer, 1990). Initially, commitment was analyzed from
a one-dimensional perspective, through more specific approaches, as is the case of Mowday
et al. (1979). Today this concept is accepted as being multi-dimensional, and various
components of commitment are studied, namely through the approaches of Meyer and Allen
(1991, 1997). These numerous studies carried out over time can be divided not only
according to their dimensional but also conceptual approach.

Regarding the latter approach, three can be highlighted as being the most studied,
namely, the instrumental/calculating, affective and normative approaches (Bastos, 1994).
Meyer and Allen (1991) argue that in this way a better understanding of the individual’s
behaviour in the organization is achieved. Meyer and Allen (1991) believe that if the affective
and normative aspects have more weight in organizations’ relationships with their
employees, this is a sign of greater organizational commitment among the latter.

For De Quijano ef al. (2000), affective or attitudinal commitment entails aspects such as
affection or fondness for the organization. In addition, according to Meyer and Allen’s (1991)
three-component model of organizational commitment, affective commitment refers to
identification with and emotional attachment to the organization. Thus, affective
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commitment can be defined as the extent to which the employee identifies with the firm
(identification) (Vallejo and Langa, 2010).

Normative commitment consists of consequences of the obligation to remain in the
organization. Employees experience these consequences because they believe this to be the
right thing to do. This feeling of loyalty toward the organization may be triggered by family
or cultural socialization pressures or processes (Morrow, 1993; Vallejo and Langa, 2010).

With regard to instrumental commitment, Meyer and Allen (1991) point out that this type
of commitment represents aspects such as the costs — not only economic but also emotional —
perceived by the employee as associated with leaving the organization. According to these
authors, because continued employment is a matter of necessity for the employee with high
instrumental commitment, the nature of the link between commitment and on-the-job
behavior is likely to be dependent on the implications of that behavior for employment.

2.3 Organizational commitment and contextual performance in family firms

To clarify and operationalize the concept of a family firm, Chrisman ef a/. (2003) mention the
following criteria: family ownership (the firm’s capital is held mostly by the owner’s family);
family governance (the family has power over the firm’s strategic decisions); family
management (family members are in managerial posts); and/or various generations of the
family are actively involved in the firm’s daily operations. This study took as a condition
that they should belong completely to a single family or small number of families, i.e.,
according to the criterion of family ownership defined by Chua ef al. (1999).

The family firm can be seen as the result of the interactions of the three systems that
define its structure: the family, ownership and the business (Churchill and Hatten, 1987,
Tagiuri and Davis, 1996). This special nature means that family firms experience a
phenomenon that these authors call “familiness”, which is a result of the interaction of the
family system with the firm and leads to the firm possessing a unique bundle of resources
(Habbersohn et al., 2003; Carmon et al., 2010). The business is like an extension of the family:
everything that happens within the family can affect the business, and vice versa (Danes
et al., 2002; Vallejo and Langa, 2010).

One of the most frequently emphasized topics in studying family firms is the assumption
that these are intensely influenced by family values (Collins and O'Regan, 2011). This
situation forms one of the most important concepts underlying the special typology by
which the family firm is recognized. In this type of firm, values such as organizational
commitment are easily developed (Erdem and Baser, 2010).

Family businesses will be more likely to be able to create a strong sense of organizational
identification and commitment where all family business employees perceive themselves as
not only similar in values, beliefs and attitudes but also as treated fairly within the
organization (Carmon et al., 2010).

Once family business employees have “bought into” the ideals of the family business, the
goals and ideas of all employees are likely to be aligned. This not only encourages
participation in organizational decision-making but also encourages the development of a
strong sense of identification with the family business (Zellweger et al., 2010). If family
businesses succeed in creating a sense of belonging and identification for non-family
member employees, the perception that employees have been “let into the family” may be
enough to create a sense of commitment (Carmon et al., 2010).

Individuals’ behavior in relation to the family business varies greatly, with implications
for their effectiveness and for the firm’s performance (Sharma and Irving, 2005). Therefore,
it is not certain that everyone working for family firms dedicate themselves “body and soul”
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to their business, that they choose these professional careers over time or that they even
devote the same effort to the firm.

Zahra et al. (2008) found that family commitment as a socially based, family-specific
resource (Eddleston et al., 2008) can support enhanced organizational responsiveness (Miller
and Le Breton-Miller, 2006) and improved firm performance (Hatak et al., 2016).

In family firms, owners/managers tend to consider their organizations as extensions of
themselves (Lastovicka and Fernandez, 2005), as in those companies, family members’
names are identified with the organization (Dyer and Whetten, 2006). Therefore, owners can
be one of the main contributors to reflection, highlighting the relationship with the family
and distinguishing them from other employees (Belk, 1988; Thomson, 2006). A family highly
committed to the firm can create trust and a strong familial bond in the family firm,
resulting in a reduction of formal controls (Zahra et al., 2008) and increased use of strategic
behavioral controls (Hsu and Chang, 2011; Hatak et al., 2016).

In this context, there is a positive association between organizational commitment and
contextual performance (Samad, 2005). Locke et al. (1988) defend that the strength of this
relationship will depend on the amount of variance in the commitment.

For Sharma and Irving (2005), the decisions of a family firm’s descendants or heirs and
which to some extent get mixed up with the firm’s business because of some family
member’s action, can be studied according to, and/or influenced by four different
dimensions (Affective, Normative, Instrumental and Imperative).

Affective commitment is based on a strong belief in, and acceptance of the firm’s
objectives, together with the desire to contribute toward those objectives, and with
confidence in one’s ability to do so (Sharma and Irving, 2005). When individuals’ identity
and career interests are aligned with their family enterprise, they experience affective
commitment (Dawson ef al., 2015). A strong affective commitment to the firm on the part of
the family makes it more likely that non-family employees will also develop commitment to
the family firm (Barsade, 2002). As noted by Meyer et al. (2002), affective commitment has a
positive association with contextual performance. Therefore, the following hypothesis is
formulated:

Hla. Affective commitment in FSMEs has a positive association with contextual
performance.

Normative commitment is based on feelings, on the obligation to follow a career in the family
business. By trying to make a career in the family business, the successor tries to promote
and maintain good relationships with the older generation. Briefly, employees with high
levels of normative commitment feel they should follow a career (Sharma and Irving (2005).
Consequently, if the normative aspect plays a determinant role in the relationships between
employers and employees in family firms, and moreover, this aspect is one of the three
components of the level of organizational commitment, then the level of commitment will
conceivably be higher in family firms than in non-family firms (Vallejo and Langa, 2010).
According to Meyer et al (2002), organizational commitment has an association with
contextual performance, this being positive in relation to normative commitment. Thus, the
following hypothesis is presented:

HI1b. Normative commitment in FSMEs has a positive association with contextual
performance.

Instrumental commitment is based on perceptions of the substantial costs of opportunity,
employees being informed about the loss of investment or value if they do not pursue a
career in the family business. Employees with high levels of calculating commitment feel
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they have to pursue a career (Sharma and Irving, 2005). The commitment of family members OQrganizational
toward their business motivates them to be involved in it (Chirico ef al, 2011; Dawson et al, ~ommitment in

2015). Therefore, we propose the following hypothesis:

HlIc. Instrumental commitment in FSMEs has a negative association with contextual
performance.

Imperative commitment is based on a feeling of insecurity and uncertainty about the ability
to have a successful career outside the family business. Individuals with high levels of
imperative commitment perceive they have no alternative to a career in the family business.
Underlying this mentality is the need to find a career (Sharma and Irving, 2005). These
authors found out that this new type of commitment (imperative) has a negative association
with (contextual) performance. Thus, the final hypothesis is formulated:

Hld Imperative commitment in FSMEs has a negative association with contextual
performance.

3. Research methodology

3.1 Sample

To carry out this study, an initial sample was chosen of employees in Portuguese FSMEs.
These firms were classified as SMEs and simultaneously considered family firms (in this case,
the criterion was ownership and all capital belonging to a single family). The concept of SME
used was according to the European Commission Recommendation n® 203/361/CE, of 2003.

After initial contact and some refusals, the number of firms was set at eight FSMEs,
which for reasons of confidentiality were given a letter of the alphabet (A to H) for
identification purposes. Therefore, the initial sample was composed of 152 employees
(Table II). These belonged to all corporate hierarchical levels, covering some management,
technical and other positions in the firms selected.

Table IIT shows the sample characterization. The great majority of employees are male
and the majority are in the age-groups of 31 to 40 and 41 to 50 years old. As for academic
qualifications, the great majority of employees have completed secondary education,
followed by technical courses, whereas only 12 employees have a degree or master. These
results show a low level of academic qualifications among employees in family firms. Most
employees (55) also have training related to the firm’s area of activity, corresponding to a
percentage of 54.5 per cent. Several employees have been in the firm (employee tenure) since
its foundation (42.6 per cent).

3.2 Data collection and measurement

To achieve the proposed objective, a questionnaire was elaborated, with the scales being
adapted from various authors. To measure the construct of organizational commitment, the
scales of Meyer and Allen (1997) and Sharma and Irving (2005) were used. Considering
organizational commitment as a multi-dimensional construct, each of the components,
affective, normative, instrumental and imperative, was measured through these specific
scales. These are formed by statements representing the specific dimension being measured.
Responses were given on a seven-point Likert-type scale proposed by Meyer and Allen
(1997) in which (1) corresponds to “Completely Disagree” and (7) “Completely Agree”.
Besides the seven-point Likert scale proposed by Meyer and Allen, the negative formulation
of some items was also maintained. Table IV describes the items of each dimension, with (R)
representing the items whose scale will have to be inverted.
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Characteristics Frequency (%)
Gender

Female 36 .
Male 65 64.4
Age

Between 21 and 30 13 12.9
Between 31 and 40 35 34.7
Between 41 and 50 36 35.6
51 or over 17 16.8
Qualifications

Basic Education 19 18.8
Secondary Education 42 416
Technical Course 23 22.8
Diploma 5 5.0
Degree 11 10.9
Master 1 1.0
Function in the Firm

Mechanic 12 119
Salesperson 34 337
Driver 9 8.9
Clerk 10 9.9
Joiner 3 3.0
Metalworker 3 3.0
Manager 5 5.0
Stonemason 5 5.0
Traffic Coordinator 4 4.0
Other 16 158
Training

Yes 46 455
No 55 54.5
Employee Tenure

Up to 1 year 9 89
1 year to 3 years 10 9.9
3 years to 5 years 12 119
5 years to 7 years 18 178
7 years to 10 years 9 89
Over 10 years 43 42.6
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Table III.
Sample
characteristics

This scale includes 25 items, which captured four dimensions of organizational
commitment. We conducted a confirmatory factor analysis (CFA) on all the organizational
commitment items to validate their factor structures. CFA intends to show whether the scale
presents a good adjustment to the sample data (Hair et al., 2010). The model fit indices were
in the acceptable ranges (GFI = 0889.90; TLI = 0.931; TLI = 0.924; RMSEA = 0.084). To
determine the internal consistency indices of the instrument used for data collection, the
Cronbach alpha coefficient was calculated. The Cronbach alpha values obtained, for each
sub-scale of organizational commitment, were above 0.70 (Nunnally, 1978), revealing good
internal consistency. These results agree with those found by Nascimento et /. (2008) in the
Portuguese context.
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TPM
Dimensions/variables Cronbach alpha
23,7/8 P

Affective commitment
2.1do not feel ‘emotionally attached to this firm’. (R) 0.812
6. This firm has great personal meaning for me
7.1do not feel I am ‘part of the family’ in this firm. (R)
9. Ireally feel this firm’s problems as if they were my own
374 11. T would be very happy to spend the rest of my working life in this firm
15. 1 do not feel I am part of this firm. (R)

Normative Commitment
4. Twould not leave this firm at the moment because I feel I have a personal obligation to 0.753
the people who work here
5.1 don’t feel any moral duty to remain in the firm I am in now. (R)
8. Even if it was to my advantage, I don’t feel it would be right to leave this firm at the
present time
10. This firm deserves my loyalty
12. T would feel guilty if I left this firm now
18.1 feel I have a great duty toward this firm

Instrumental Commitment
1. I believe there are very few alternatives, to be able to think of leaving this firm 0.719
3.Iwould lose a lot materially if I left this firm at this moment, even if I could do so
13. One of the main reasons for continuing to work in this firm is that leaving it would
require considerable personal sacrifice because another firm might not provide all the
benefits [ have here
14. At this moment, remaining in this firm is as much a question of material needs as of
personal will
16. One of the negative consequences for me if I left this firm is the shortage of employment
alternatives available
17. Much of my life would be affected if I decided to leave the firm at this moment
19. As I have given so much to this firm, at present [ don’t consider the possibility of
working in another

Imperative Commitment
20. I feel I wouldn’t be successful outside this type of business 0.819
24.1owe my career to this firm

T.able I,V' 22. 1 feel I wouldn’t be able to progress in my career if I left this firm

Dlmer}smps of 25. All the success I have had in professional terms is due to this firm

organizational 21. If I left this firm, I would feel a great sense of insecurity as regards finding another job
commitment 23. This firm gives me a great feeling of security

To measure the construct of contextual performance, the scale developed by Carlos and
Rodrigues (2016) applied to higher education institutions was used. Four dimensions are
described in this scale:

(1) Cooperation;

(2) organizational conscientiousness;

(3) interpersonal and relational skills; and
(4) personal characteristics/persistent effort.

Each dimension has a specific scale, as shown in Table V. Responses were also given on a
seven-point Likert-type scale, in which (1) corresponds to “Completely Disagree” and (7) to
“Completely Agree”, with (R) representing items whose scale will have to be inverted.
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Dimensions/variables Cronbach alpha
Cooperation
1. T usually make less effort in performing a task when I work together with other people. (R) 0.610

2.1 am always ready to help other workers in the organization, even when I don’t have
much time available
3. T usually perform tasks that are not related to my specific duties

Organizational Conscientiousness
5. It's really difficult for me to stay off work, even when I feel ill 0.796
6. I would never take actions that could harm the wellbeing of other workers
8.1 take my work very seriously, so I comply with the rules and procedures imposed (by
my supervisor or by the organization), even when nobody’s around

Interpersonal and Relational Skills
14. My communication skills are so good that I can always get everyone’s attention 0.672
16. When I write a message to other workers, I find it difficult to express what I'm thinking
17. When someone has a different opinion from me, I usually persuade them that my
opinion is better

Persistent Effort/Personal Characteristics

10. I usually take the initiative to give constructive feedback, so as to improve the 0.727
performance of other workers (subordinates, colleagues, supervisor or work groups)

11. If the organization doesn’t provide the training I consider necessary to perform my
functions effectively, I look for information from other sources

12. T am still able to perform my functions effectively when [ work under pressure

13. As soon as I arrive at work, I'm able to set aside all my personal problems, and so my
performance does not suffer

Organizational
commitment in
family SMEs
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Table V.
Dimensions of
contextual
performance

This scale includes 17 items, which captured four dimensions of contextual performance.
We also conducted a CFA analysis on all the contextual performance items to validate their
factor structures. The solution resulted in a moderate fit. The modification indices suggested
that several items were cross loading on more than one latent construct. Thus, two items
from organizational conscientiousness, one item from interpersonal and relational skills and
another item from the persistent effort scale were removed to improve model fit for further
analysis. Thus, the new scale to be tested was a four-factor, 13-item scale. The fit indexes
showed improvement (GFI = 0.837; CFI = 0.901; RMSEA = 0.092; TLI = 0.912). Table V also
presents the Cronbach alphas for each dimension of contextual performance used in this
study. As can be observed, a Cronbach alpha above 0.60 (DeVellis, 1991) was obtained in the
four dimensions presented, which reveals acceptable internal consistency for a study of an
exploratory nature as this one.

In this study, we also controlled for two variables that may influence the relation between
our dependent and independent variables. Therefore, we controlled for respondent age, as
this variable has been found to be positively correlated to organizational commitment
(Finegold et al., 2002; Khandelwal, 2009). We controlled for age using four discrete categories
(21-30, 31-40, 41-50 and over 51 years old). Although employee tenure has been found to be
positively correlated to organizational commitment (Al-Meer, 1989), there is no definitive
evidence of employee tenure differences with regard to organizational commitment (Wright
and Bonett, 2002). Nevertheless, in this study, we controlled for employee tenure using six
discreet categories (up to 1, 1-3, 3-5, 5-7, 7-10 and over 10 years).

To reinforce the reliability of the data-collecting instrument created for the study, a pre-
test of the questionnaire was carried out also in four companies in the first week of April
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Table VI.
Descriptive statistics
and Pearson
correlation matrix

2015. After that pre-test, all mistakes and/or suggestions indicated were taken into
consideration and the questionnaire amended.

The final questionnaire was delivered personally to the FSMEs in the first week of May,
and answers were obtained in the first week of August, amounting to 101 valid responses
(see Table III).

4. Results

This study aimed to determine the organizational commitment (affective, normative,
instrumental and imperative) existing in FSMEs and whether this influences employees’
contextual performance, in terms of cooperation, organizational conscientiousness,
interpersonal and relational skills and persistent effort/personal characteristics. To this end,
we performed linear regression models, based on a questionnaire sent to employees in eight
FSMEs in Portugal, to validate the hypotheses. According to Hair et al. (2010), linear
regression is adopted when there are two or more independent variables to explain a
dependent variable (contextual performance). In this case, the independent variable was
organizational commitment.

Before proceeding to the results obtained from the regression models, we performed tests
to assess potential multi-collinearity among the principal dimensions studied. To ensure
that the data were appropriate for our analyses, we examined the variance inflation factors
(VIFs), which showed that multi-collinearity was not a concern. All VIF coefficients were
lower than 5 (e.g. Hamilton, 2006).

In a first analysis, descriptive statistics (average and standard deviation) were also used
to describe the various dimensions studied. As for organizational commitment and
considering more specifically Normative commitment, the results (Table VI) show that this
type of commitment has a high average (4.95) and suggest that employees in FSMEs have
an emotional attachment to the firm (Affective commitment) with an average = 4.80.
Concerning contextual performance, the average is around 5; i.e. this dimension presents a
moderate level of agreement.

A second analysis involved calculation of the Pearson correlation coefficients of all the
dimensions present in the proposed research models including control variables, resulting in
the matrix presented in Table VI. In general, the correlation coefficients obtained are high.
Based on the results obtained, Affective commitment and Normative commitment are
significantly and positively correlated with contextual performance. On the other hand,
Instrumental and Imperative commitment appears to be of less importance for contextual
performance in the employees studied here.

Dimensions Average SD 1 2 3 4 5 6 7
1. OC Affective 480 084 1

2. 0C Normative 495 106  0.739%F 1

3. OC Instrumental 469 096  0.298%* 0425%F 1

4. OC Imperative 414 129  0261% 0401%F 0433 1

5. Contextual Performance 506  0.74  0.341** 0.281**  0.159 0.072 1

6. Age 356 092 —0027 0140 0035  —0.020 —0.147 1

7. Tenure 436 174 009 0006 —0.049  —0203* —0.143 0.292%¢ 1

Notes: N=101; * p = 0.05; ** p = 0.01
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Table VII shows the regression models followed, considering general contextual Qrganizational
performance as the dependent variable. Model 1 considered all the control variables ~ommjitment in

(age and employee tenure) and the predictors (organizational commitment). Model 2
excluded the effect of tenure, and in Model 3, age was excluded. All three models have a
highly adjusted R? value as well as a highly significant F value. However, in Models 1
and 2, neither of the control variables had a significant effect on the dependent variable.
However, when we consider tenure as the control variable (Model 3), this had a
significant association with contextual performance. Wright and Bonett (2002) found
that employee tenure had a very strong non-linear moderating effect on the
commitment—performance correlation, with correlations tending to decrease
exponentially with increasing tenure.

Considering the linear regression models created (Table VII) taking contextual
performance (in general) as the dependent variable, it is plausible to infer that:

e Normative, Instrumental and Imperative commitment do not influence contextual
performance, as they are not statistically significant. Therefore, H1b, Hlc and H1d
are rejected.

o Affective commitment (8 = 0.288; p = <0.05) influences contextual performance, as
the p-value is statistically significant. Therefore, H1a is accepted.

As already mentioned, contextual performance is composed of four dimensions:
cooperation, conscientiousness, relational skills and personal characteristics.
Therefore, and analyzing Table VIII, Affective commitment presents statistically
significant values, and as such has a positive influence on Cooperation,
Conscientiousness and Personal characteristics and a negative association with the
Relational skills dimensions used to measure contextual performance. In addition,
Imperative commitment also influences contextual performance except in the Personal
characteristics dimension (8 = —0.016; p > 0.05).

5. Discussion and contributions
The results obtained in this study allowed some conclusions to be drawn: a great effect of
affective commitment was identified. The existence of a significant level of commitment was

family SMEs
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Dimensions/variables Model 1 Model 2 Model 3
Constant 7.219 7.029 7.639
Organizational Commitment
Affective 1.977%* (0.288) 1.696* (0.244) 2.311%* (0.326)
Normative 0.623 (0.098) 0.801(0.127) 0.337(0.051)
Instrumental 0.595 (0.066) 0.522 (0.058) 0.699(0.077)
Imperative —0.947 (—0.105) —0.644 (—0.071) —0.952 (—0.106)
Control variables
Age —1.037(-0.107) —1.604 (—0.158)
Tenure —1.537(—0.158) —1.973%(-0.192)
F-value 3.142%%% 3.251%%% 3.552%%

) 0.167 0.146 0.158
R? adjusted 0.114 0.101 0.113

Notes: N = 101; Dependent variable: contextual performance; *** p < 0.01; ** p < 0.05; * p < 0.10

Table VII.
Multiple linear
regression models —
general contextual
performance
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Table VIII.
Multiple linear
regression models —
dimensions of
contextual
performance

to some extent expected, as in FSMEs, the owner’s proximity to employees can create a bond
between them. However, normative and instrumental commitments were not shown to be
significant. These types of commitment have very weak or even negative relationships with
discretionary behavior by employees in family firms.

It stands out that affective commitment is associated with all constructs forming
contextual performance. For example, the results suggest that conscientiousness can be
influenced by affective commitment, which agrees with the evidence of Viswesvaran and
Ones (2000) and Carlos and Rodrigues (2016). As people abstain from negative performance
behavior, such as excessive absenteeism, breaking rules and work procedures, they devote
more effort to carrying out their tasks, even when working together with others. In these
cases, employees are always ready to help colleagues and perform tasks that are not related
to their specific duties.

As for contextual performance, the four dimensions are found to be influenced also by
imperative commitment. This dimension can facilitate performance, and in turn, employees
tend to present greater organizational commitment. In this study, imperative commitment is
related to contextual performance because of some employees having been in the family firm
since its foundation, so these employees have a great feeling of security with regard to the
firm, which goes against the imperative commitment of Sharma and Irving (2005). On the
other hand, the results of this association agree with Meyer and Allen (1997), as the results
suggest a strong belief in and acceptance of the family firm’s objectives, together with the
wish to contribute to them.

This study also presents several implications/contributions for theory and practice.
Although some studies relate organizational commitment with employees’ performance,
there is a gap regarding the relationship between organizational commitment and
contextual performance in FSMEs. Therefore, this study represents a contribution in
academic terms in this area; i.e. it is innovative in relating two areas that are little studied in
the family business context. This study is the first attempt to examine empirically the multi-
dimensional nature of commitment in the family SME context. This firm sector is an ideal
setting in which to study organizational commitment because, although organizations can
put effort into supporting their employees to increase their commitment (Meyer et al., 2002)
family members have a natural propensity toward organizational commitment (Neubaum
etal., 2012).

Independent Dependent variable

variable (B Value)

Organizational

commitment Cooperation Conscientiousness ~ Relational skills ~ Personal characteristics
Affective 1.968** (0.286) 2.8327%% (0.389) —2.267%*(—0.317) 2.362+*(0.327)
Normative —0.772(—0.121) —0.093 (—0.014) 1.076 (0.163) 0.844(0.126)
Instrumental 0.509 (0.058) 1.461(0.157) —0.045 (—0.005) —0.496 (—0.054)
Imperative —2.018%*(—0.227) —1.943**(—0.207)  3.103***(0.336) —0.145(—0.016)
F-value 2.117* 5.204%% 4,262 4.818*%*
R 0.081 0.178 0.151 0.167

R? adjusted 0.043 0.144 0.115 0.132

Notes: N =101; *** p < 0.01; ** p < 0.05; * p < 0.10
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In practical terms, we can point out that the strong relationship between affective (rganizational
commitment and employees’ contextual performance has a relevant role in FSMEs. ~qmmitment in

Therefore, these firms must be aware of this type of organizational commitment, as affective
commitment increasingly influences their employees’ performance. If those in charge of
FSMEs are sensitive to this matter, they will achieve positive results in their employees’
performance, which, in turn, will contribute to the organization’s success. So family SMEs
should find strategies to increase affective commitment, so that this can contribute to
employees’ attitudes and behavior. The greater the amount of organizational
conscientiousness, cooperation, relational skills and personal characteristics among
employees, the greater the benefits for both employees and the organization itself.

In addition, FSMEs are formed by a group of two or more individuals who interact
cooperatively and adaptively in pursuit of shared, valued objectives. The strength of a
team’s shared vision functions as a bonding mechanism that allows for shared
communication and integration of ideas. These family SMEs are organizations based on
teams, where affective commitment can influence the dynamic of the team performance. In
FSMEs, teams have identifiable features such as interdependent skill sets, common goals,
shared commitment and mutual accountability. In family firm teams, the characteristics of
the team are unique because of the enduring nature of the family over time.

The results reported here must be viewed considering the study’s limitations. One of
them concerns the small sample of FSMEs situated in a specific region of Portugal.
Therefore, more studies should be carried out with more representative samples and with
family SMEs in other regions. In addition, although the rate of response to the data-
collecting instrument was acceptable (63.52 per cent), ideally all employees approached
would have collaborated and answered the questionnaire. In that case, we would have had a
completely reliable representation of the eight FSMEs participating in the study. Despite
performing CFA, another limitation concerns the fact that the scale used to measure
contextual performance (Carlos and Rodrigues, 2016) had been validated in the university
context, so this may not have been the best way to measure contextual performance in
FSMEs.

In this study, the unit of analysis was the employee in general. Thus, further studies
should compare the relation between organizational commitment and contextual
performance across two groups: family members and regular employees. Nonetheless, we
hope this procedure sparks off further interest in exploring this type of comparative
analysis.

The cross-sectional research methodology does not allow us to make causal inferences
with respect to the theoretical framework. However, unlike many other entrepreneurship
studies, we could build our analysis on longitudinal data, avoiding issues of endogeneity
related to reverse causality.

As our analysis addresses features of family firms closely related to the organizational
culture, the ability to generalize the results is limited by the focus on a single country whose
national cultural values, norms and codes of conduct inevitably influence organizational
values and practices. Therefore, future research efforts should validate our findings by
using larger and more heterogeneous samples.

Finally, despite these limitations, it is considered that the objectives drawn up for this
study were achieved, and that they contribute to disseminating the construct of
organizational commitment, providing an integrated view of the different perspectives and
studies existing in this area, more specifically its influence on employees’ contextual
performance in FSMEs.

family SMEs
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