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Abstract 
 

The Impact of Non-work Role Commitment on  
Employees’ Career Growth Prospects 

Christy H. Weer 
Jeffrey H. Greenhaus, Ph.D. 

 
 
 

The primary purpose of this study is to develop and test a model that examines the 

relationship between an individual’s commitment to non-work roles and his or her career 

growth prospects. Based on two competing theoretical frameworks—work-non-work 

conflict and work-non-work enrichment—the current study seeks to determine the 

conditions under which commitment to roles outside of work may either promote or 

detract from one’s career growth prospects. 

Paired data were gathered from 186 legal secretaries and their supervisors.  From 

the conflict perspective, the findings suggest that the energy required to participate in 

non-work roles has mixed effects on an individual’s ability to engage in work.  

Specifically, the emotional demands associated with non-work roles detract from an 

individual’s ability to engage (as well as perform) at work, while the physical energy 

associated with non-work role participation actually enhances work engagement.  

Organizations perceived as supportive of individuals’ personal life help mitigate the 

negative effects of the emotional energy demands on work engagement.  The data also 

indicated that the time devoted to non-work roles negatively impacts work engagement 

for individuals who perceive their organizations as highly supportive, whereas the time 

devoted to non-work roles enhances work engagement for individuals who perceive their 

organizations as less supportive.   
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From the enrichment perspective, results indicated that overall, the resources 

acquired from non-work role participation hindered individuals’ job performance; 

however, a specific set of resources (the interpersonal and task related skills and social 

capital) enhanced job performance, at least for individuals who were employed in their 

current jobs for a substantial period of time. 

The study further indicated that job performance acted as a cue from which a 

manager may base perception of an employee’s commitment to his or her work.  

Moreover, both job performance and managerial perceived work commitment influenced 

an individual’s content career growth prospects such that effective performers and 

employees perceived as committed to their work were deemed more likely to receive 

opportunities to grow and learn within their current job as compared to less effective 

performers or employees perceived as less committed to their work. 
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Chapter 1:  Introduction 

 

In her seminal work, Kanter (1977) shattered the myth that an individual’s work 

life and personal life were two separate and non-overlapping worlds.  Until this time, 

organizational research was conducted under the assumption that events or decisions in 

one’s personal life did not enter one’s work world, and if they did, they surely were not 

an intrinsic part of the operation of that world (Kanter, 1977).  However, research has not 

only confirmed what Kanter (1977) first advocated, but has demonstrated that in order to 

understand the needs, motivations, and expectations of individuals at work, one can not 

be regarded as simply a worker, but as a spouse, parent, and member of the community as 

well (Voydanoff & Donnelly, 1999). 

Widespread demographic, social and organizational changes have raised new 

issues for research on the implications of multiple role involvement for employees’ 

careers.  There are more women, single parents and dual-earner couples in the workforce 

than ever before.  Moreover, due to the aging population, many of these employees have 

responsibility not only for the care of children, but for elderly dependents as well (Bond, 

Galinsky, & Swanberg, 1998).  In addition, new economic forces, such as global 

competition and advances in technology and telecommunication, are creating an 

unprecedented need for committed employees (Brett & Stroh, 2003).  As a result, today’s 

employees are faced with increasing personal and organizational responsibilities, making 

it difficult to balance the demands of their personal lives with successful careers. 

Coupled with these changes has come a shift in the expectations and values of the 

workforce.  Unlike generations of the past, which considered the achievement of work-

life balance a hard earned luxury, today’s employees are committed to successfully 



  2 

      

meeting both work and non-work responsibilities. It has been suggested that employees 

are no longer willing to give their lives to an organization, but are redefining themselves 

in terms of how their careers fit into their total lives (Friedman & Greenhaus, 2000). 

Although much has been written about the effects of combining work and non-

work roles, we know relatively little about the ways in which participation in multiple life 

roles affects career outcomes.  Given the importance that today’s employees place on 

achieving balance between their work and non-work roles, an examination of the ways in 

which active involvement in personal life impacts career outcomes is necessary. 

Research examining the interface between work and non-work has historically 

focused on the negative consequences of combining multiple life roles.  The “scarcity” 

hypothesis was based on two premises – that individuals have limited amounts of 

resources (e.g., time and energy), and that social organizations are greedy and demand all 

of an individual’s allegiance (Goode, 1960).  According to the scarcity model, people do 

not have enough resources to fulfill their role obligations.  Therefore, the more roles one 

accumulates, the greater the probability of exhausting one’s supply of time and energy 

and of confronting conflicting obligations, resulting in role strain and psychological 

distress (Goode, 1960).  Indeed, significant research has been devoted to examining the 

costs associated with combining work and non-work roles and researchers have 

extensively documented the negative effects of inter-role conflict on employees’ attitudes 

and well-being (Frone, 2000). 

 Despite the recognized costs, the literature also suggests beneficial outcomes 

associated with role accumulation.  The “role expansion” hypothesis was conceptualized   

when theorists began to question the prevailing belief that participation in multiple roles 
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inevitably produces role overload, conflict, and stress.  The major theorists advocating an 

“expansion” hypothesis were Marks (1977) and Sieber (1974), who emphasized the 

benefits rather than the obligations that could accrue for individuals involved in multiple 

roles.  Marks (1977), in opposition with Goode (1960), argued that time and energy are 

human resources which are flexible and can be personally constructed and controlled.  He 

believed that individuals who are psychologically committed to multiple roles find 

enough time and energy to actively participate in all roles.  Sieber (1974) focused on the 

rewards associated with role accumulation, and identified four types of rewards - role 

privileges, overall status security, resources for status enhancement and role performance, 

and personality enhancement and ego gratification - that may make the accumulation of 

roles more rewarding than stressful.  Extending the works of these early theorists, 

Greenhaus & Powell (2006) recently proposed a theory of work-family enrichment.  

According to the authors, resources acquired through role participation can be transferred 

to enhance the quality of life in other roles. 

Despite a long history of research examining the positive implications of 

employees’ involvement in multiple life roles, with few exceptions, this research has 

focused solely on the impact of combining work and family roles on outcomes of 

physical health and psychological well-being.  Indeed, significant research has 

documented beneficial physical and psychological effects for women of adding the 

worker role, and for men, active involvement in the family role (Barnett & Hyde, 2001).  

Moreover, this research has suggested a number of conditions under which participation 

in both work and family has beneficial effects for individuals involved in these roles. 
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Recently, research on multiple role involvement has begun to include the 

examination of the implications of participation in multiple roles on work-related 

outcomes.  Although quite limited, this research has suggested that employees’ active 

involvement in roles outside of work can have beneficial effects for their work-related 

attitudes and behaviors.   For example, active involvement in marital and parental roles 

has been found to enhance employees’ job performance and organizational based self-

esteem (Ohlott, Graves, & Ruderman, 2004).  Moreover, commitment to multiple life 

roles has been found to enhance interpersonal and task-related managerial skills 

(Ruderman, Ohlott, Panzer, & King, 2002).  However, beyond these initial studies, we 

know little about the implications of employees’ involvement in their personal lives on 

work-related outcomes, particularly their careers. 

The purpose of this study is to extend the research on multiple role involvement 

by examining the impact of commitment to non-work roles on career outcomes.  

Moreover, because career growth prospects have been suggested as an important factor in 

determining an employee’s sense of personal growth (Friedman & Greenhaus, 2000) this 

study examines the impact of commitment to non-work roles on two indicators of career 

growth prospects – structural (hierarchical) advancement and content (within current job) 

advancement. 

In sum, dramatic changes in the composition of the workforce, including the 

increase of women, single parents, and dual earner couples, has led to considerable 

research on employees’ involvement in multiple life roles.  This research has made 

considerable progress in helping us understand the ways in which combining work and 

non-work roles affects the well-being of employees’ juggling their work and personal 
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lives.  However, we know relatively little about the ways in which commitment to roles 

outside of work affects career outcomes (Singh, Greenhaus, & Parasuraman, 2002).  The 

current study attempts to extend existing research by drawing on both the conflict and 

enrichment theories, as well as the careers literature to develop and test a model which 

examines the impact of commitment to non-work roles on career growth prospects.   

More specifically, this study seeks to explain the conditions under which commitment to 

non-work roles can have beneficial and harmful effects on two important facets of career 

growth prospects – structural and content advancement. 

The following sections provide a brief explanation of the gaps in the literature 

with respect to the impact of commitment to non-work roles on career growth prospects, 

the proposed linkages among the variables in the model, and the theoretical and practical 

implications of the study for individuals as well as organizations.  Finally, an overview of 

forthcoming chapters is offered. 

Overview of the Gaps in the Literature and Scope of the Current Study 

The aim of the current research is to broaden our understanding of the impact of 

commitment to non-work roles on employees’ career growth prospects.  Although 

considerable research has examined various facets of the interface between work and 

non-work, this research seeks to address three specific gaps in the literature. 

First, the vast amount of research on multiple role involvement has focused on the 

impact of combining work and non-work roles on physical and psychological health (see 

Barnett & Hyde, 2001 for a review).  Only recently has research begun to examine the 

impact of non-work role participation on work-related outcomes (Ohlott, Graves, & 

Ruderman, 2004; Ruderman, Ohlott, Panzer, & King, 2002).  Moreover, a review of the 
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literature revealed no study examining the ways in which commitment to non-work roles 

impacts employees’ career growth prospects.  Given the importance that employees are 

placing on integrating their personal lives into their careers, and the recognition that 

employees seek to actively manage their work and non-work boundaries, the necessity to 

examine the ways in which participation in non-work roles impacts career outcomes is 

evident. 

The current study attempts to fill this gap in the literature by developing and 

testing a model which examines the impact of commitment to non-work roles on 

employees’ career growth prospects.  Moreover, rather than simply examining the 

negative or positive consequences through the conflict or enrichment perspective, this 

study extends existing research by assessing the co-occurrence of these processes. 

Although it has been speculated that that these seemingly opposing processes can and do 

co-exist, empirical evidence is quite limited (e.g., Grzywacz & Marks, 2000; Kirchmeyer, 

1992a, 1992b, 1993, 1995; Ohlott, Graves, & Ruderman, 2004; Rothbard, 2001).  An 

examination of both the positive and negative implications is critical to a better 

understanding of the ways in which our personal and work lives are meaningfully 

connected (Lobel, 1991). 

From the conflict perspective, it is suggested that the time and energy (demand 

requirements) necessary to be actively involved and committed to non-work roles 

detracts from an individual’s ability to fully engage in the work role.  Work engagement, 

is defined as the degree to which an individual is physically, cognitively and emotionally 

invested in the work role (Kahn, 1990).  It has been suggested that one’s ability to fully 

engage at work has a significant impact on job performance (Kahn, 1990), in that the 
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more fully engaged an employee, the more meaning he or she experiences in performing 

task behaviors, and the better the performance (Kahn, 1992).  From the conflict 

perspective, the demands associated with non-work roles are assumed to detract from an 

individual’s ability to fully engage in work, and therefore, job performance suffers.  In 

turn, low levels of work engagement and job performance negatively impact two 

important career outcomes – structural and content advancement – through a perceived 

lack of commitment to both the organization and to the individual’s career.  Moreover, 

because management’s evaluation of job performance has been found to play a 

significant role in the assessment of the employee’s potential within an organization 

(Mobley, 1982; Stumpf & London, 1981), it is likely that poor job performance will also 

directly hinder the employee’s opportunities for career growth. 

From the enrichment perspective, however, rather than robbing an employee of 

resources, commitment to non-work roles provides opportunities to acquire additional 

resources (resource acquisition).  Enhanced interpersonal and task-related skills, 

broadened perspectives, increased self-esteem and confidence, and social capital are 

resources that can be gained through commitment to non-work roles and transferred to 

the work role to enhance job performance (Greenhaus & Powell, 2006).  Therefore, from 

the enrichment perspective, commitment to non-work roles leads to enhanced job 

performance through the generation and transference of resources.  In turn, 

management’s recognition of high quality job performance should signify the employee’s 

commitment and identification with the organization, as well as to their profession, and 

ultimately career growth opportunities should be enhanced. 
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As illustrated, the demands and resources associated with non-work roles and the 

ways in which they are managed are the driving forces of the relationship between non-

work role commitment and career outcomes.  Over-taxing demands or an inability to 

transfer the supply of resources acquired from non-work roles can negatively impact an 

employee’s career prospects within an organization.  On the other hand, the effective 

management of the demands and the transference and full application of the resources 

can ultimately enhance one’s career growth prospects.  However, we know little about 

the conditions that might foster the promotion of such positive outcomes.  Given that 

traditional organizational assumptions rest on the notion that employees’ commitment to 

activities outside of work naturally detract from their ability to effectively perform their 

work role, this study addresses a second gap in the literature by identifying select 

organizational and personal characteristics which may promote positive career outcomes 

from commitment to non-work roles. 

The literature suggests that perceptions of a non-work supportive organizational 

environment can help reduce the stress that workers experience from the demands 

associated with juggling multiple roles.  Individuals who perceive their organizations as 

supportive of their non-work participation are said to sense greater control over their 

work and non-work demands (Allen, 2001; Thomas & Ganster, 1995; Thompson, 

Beauvais, & Lyness, 1999).   It is expected that employees who work for organizations 

that are supportive of their personal lives will have a greater sense of control over their 

work and non-work lives, experience less conflict between their work and non-work 

roles, and as a result reap career benefits. 
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In addition, the literature has suggested that the transference of resources 

generated from one role to another is an intentional decision (Greenhaus & Powell, 

2006).   Because individuals place a high value on performing well in a role that is central 

to their self-concept, employees are more likely to transfer the resources acquired from 

non-work roles to the work role if they are highly committed to their careers and if they 

seek growth within their careers.  Therefore, career committed individuals may enjoy 

greater career benefits from their commitment to non-work roles because they are likely 

to transfer resources to enhance their job performance.  In sum, this study seeks to fill a 

gap in the literature by examining two conditions – a supportive non-work organizational 

environment and career commitment – under which non-work role commitment can have 

a positive impact on career growth prospects. 

The third gap in the literature this study seeks to fill involves the measurement of 

a wide array of non-work roles and specific sets of demands and resources associated 

with those roles.  With few exceptions, the multiple role literature has primarily focused 

on work and family, and only recently has research begun to look beyond the 

characteristics of work and family to included additional life roles that have the potential 

to impact an individuals work and career outcomes (Voydanoff, 2004a, Voydanoff, 

2004b).  The current study will extend this research by incorporating five non-work roles, 

including family (spouse and parent), community involvement, religious involvement, 

leisure activities and the student role.  Moreover, rather than examining sheer occupancy 

of non-work roles, this study will assess the level of commitment to each role. By 

incorporating a broader spectrum of roles, and assessing the level of commitment to each 
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role, this study seeks to obtain a more realistic and comprehensive view of the impact of 

non-work role commitment on career outcomes. 

In sum, research is just beginning to examine the impact of non-work role 

commitment on work and career-related outcomes.  However, the literature lacks both a 

theoretical model and an empirical assessment of the consequences of commitment to 

non-work roles on career prospects.  In an attempt to fill these gaps, this study seeks to 

test a model that identifies several factors – non-work role demands, resources 

acquisition, work engagement, job performance, and managerial perceived career and 

organizational commitment – that mediate the effects of commitment to non-work roles 

on two important career outcomes – structural and content advancement.  In addition, the 

model in the proposed study includes two moderating variables - non-work supportive 

environment and career commitment – which may reduce the negative effects and 

facilitate beneficial career outcomes from commitment to non-work roles. 

Theoretical Contributions and Practical Significance 

Kanter (1977) noted almost three decades ago that the myth of separate work and 

non-work worlds was virtually shattered.  Since that time research has sought to examine 

the myriad of ways in which these seemingly distinct roles are intertwined.  Historically, 

this research focused on the negative consequences of combining work and non-work 

roles.  However, more recently, research has begun to help us understand the ways in 

which our work and personal lives are positively connected.   The vast majority of this 

work centered on the health related consequences of occupying multiple roles; however, 

the ways in which employees’ commitment to roles outside work impacts their careers 

has yet to be examined. 
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The major theoretical contribution of this study is the development and empirical 

testing of a model that examines the impact of employees’ commitment to non-work 

roles on their career growth prospects.  The development of this model will contribute to 

theory building in a number of ways.  First, the vast amount of research on multiple role 

involvement has taken either a negative, scarcity driven approach, or a positive, 

enhancement focused approach.  Despite the competing arguments presented in the 

scarcity and expansion hypotheses, recent research has suggested that these opposing 

views are not necessarily incompatible (Rothbard, 2001).  However, with few exceptions 

(Ohlott, Graves, & Ruderman, 2004), research has failed to examine both the positive and 

negative perspectives within one study.  This study seeks to contribute to the literature by 

testing the co-occurrence of the scarcity and enhancement hypotheses.  By examining 

these processes within one study, a better understanding of the ways in which our 

commitment to personal life roles can either hinder or enhance our career prospects will 

be achieved. 

Moreover, with the ever increasing responsibilities placed on individuals who 

wish to be actively involved in their personal lives, yet achieve success within their 

careers this study seeks to examine the conditions under which commitment to non-work 

roles has beneficial effects on career growth prospects.  The literature suggests that 

employees who work for organizations that support their personal lives may likely reap 

greater career-related benefits because they will experience less conflict between their 

work and non-work roles.  In addition, the literature suggests that individuals who are 

committed to their careers may achieve greater career benefits from their non-work roles, 

as they are more likely to transfer resources to enhance performance in roles that are 
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important to them.  Thus, testing a model with these contingency variables will offer 

insight on conditions the may promote career-related benefits. 

Finally, this study seeks to contribute methodologically to the literature, by 

examining the impact of commitment to a wide array of non-work roles on career 

outcomes.  Moreover, this study seeks to measure specific sets of demands and resources 

that have been previously identified in the literature, but have yet to be empirically 

examined in this context. 

Gaining a better understanding of the ways in which our personal life impacts 

career outcomes has practical importance well.  For many organizations, meeting the 

personal needs of employees has become a strategic imperative.  Global competition for 

human resources has made an organization’s ability to facilitate work-life balance an 

important competitive factor in attracting talent (Poelmans, 2005).   Gaining a better 

understanding of the ways in which employees’ personal lives impact their careers will 

offer employers insight into policies and programs necessary for employees to 

successfully integrate their work and personal lives. 

For individuals committed to multiple life roles, this study can offer insight into 

the challenges, as well as the benefits, their personal lives impose on their careers.  

Undoubtedly, there are hurdles involved in juggling one’s career with the ever increasing 

responsibilities of personal life; however, this study seeks to understand whether the 

benefits outweigh the costs.  
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Overview of Forthcoming Chapters 

In order to fully examine and understand the impact of commitment to non-work 

roles on career growth prospects, Chapter 2 provides a critical review of the theoretical 

and empirical literature on the variables examined in the current study. 

Chapter 3 presents a contingency model that describes the process by which 

commitment to non-work roles impacts career growth prospects.  The rationale for each 

of the proposed linkages in the model is provided in Chapter 3.  Chapter 4 discusses the 

proposed methodology of the study, including data collection procedures, characteristics 

of the target sample, measures that will be used to assess the constructs, and the statistical 

techniques that will be used for data analysis. 

Chapter 5 presents the study’s results, followed by Chapter 6, which discusses and 

integrates the major findings of the study.  The final chapter also highlights the 

contributions made to the literature, discusses the limitations of the study, and suggests 

areas for future research. 
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Chapter 2:  Literature Review 
 

Overview 

With the ever increasing responsibilities placed on individuals who wish to be 

actively involved in their personal lives, yet achieve success within their careers, the 

importance of examining the ways in which commitment to non-work roles impacts 

employees’ career growth prospects is evident.  Moreover, because the underlying 

assumption for many organizations is that active participation in roles outside of work 

detracts from an individual’s ability to succeed in the work role, an inquiry into the 

conditions under which commitment to non-work roles is associated with career 

prospects is particularly important. 

Figure 1 presents the model tested in the current study.  In order to examine the 

impact of commitment to non-work roles on employees’ career growth prospects, this 

study suggests a mediated model based on two theoretical perspectives. 

----------------------------------- 

Insert Figure 1 about here 

------------------------------------ 

The conflict perspective suggests that commitment to roles outside of work places 

time and energy demands on individuals, which may detract from their ability to engage 

in, and therefore perform effectively in, the work role.  From this perspective, lack of 

work engagement and diminished job performance hinder career growth prospects 

through a manager’s negative appraisal of the employee’s commitment to both the 

organization and his or her career.  From the enrichment perspective, commitment to 

non-work roles provides resources that facilitate an employee’s ability to perform in the 
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work role.  Enhanced performance, in turn, influences a manager’s perception of the 

employee’s organizational and career commitment, which ultimately has positive 

implications for the employee’s career growth prospects.  In addition, the proposed model 

includes two moderated relationships, which posit that the impact of commitment to non-

work roles on career prospects depends on two factors – the employee’s commitment to 

his or her career and the level of the organization’s support for employee participation in 

non-work roles. 

Chapter 2 defines and discusses the key variables in the model.  The chapter 

begins with a discussion of the term roles and the role episode, followed by a review of 

the literature on role accumulation, which includes a review of conflict and enrichment 

theoretical perspectives.  These sections provide the foundation for a discussion and 

definition of the independent variable – non-work role commitment.   Next, a discussion 

of the dependent variable – career growth prospects is offered.  The mediating variables 

–  demands requirements, resource acquisition, work engagement, job performance, 

managerial perceived organizational commitment, and managerial perceived career 

commitment - are then reviewed and defined.  In addition, this chapter discusses the two 

moderator variables in the study – non-work supportive organizational environment and 

career commitment.  Theoretical rationale and empirical support for the linkages among 

the variables are presented in Chapter 3. 
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 Non-work Role Commitment   

What Are Roles? 

In order to fully explain the concept of non-work role commitment as adopted in 

this study, it is important to first discuss the notion of a role and the role episode.  Kahn, 

Wolfe, Quinn, Snoek, and Rosenthal (1964) were among the first to discuss the notion of 

roles as the basis of individual behavior and social structure. 

“The life of an individual can be seen as an array of roles which he plays in the 

particular set of organizations and groups to which he belongs.  These groups and 

organizations, or rather the subparts of each which affect the person directly, 

together make up his objective environment.  Characteristics of these 

organizations and groups (company, union, church, family, and the rest) affect the 

physical and emotional state of the person, and are major determinants of his 

behavior (p. 11).” 

A role has generally been defined as an expected pattern or set of behaviors that exist in 

the minds of people (Ilgen & Hollenbeck, 1991).  Every role for which an individual 

participates includes a set of activities or potential behaviors (Kahn et al., 1964).  These 

behaviors are guided by the expectations set forth by the role set, which includes those 

individuals with whom the individual is associated by virtue of his or her participation in 

a particular role.  All members of a person’s role set depend upon the focal person’s 

performance in some way, and therefore develop beliefs and attitudes about what and 

how a role should be performed.  The content of these role expectations include 

preferences with respect to specific acts, such as what the person should do and how the 

role behaviors should be performed.  Role senders communicate role expectations 
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through role pressures, which are intended to bring about conformity with the 

expectations of the senders (Kahn et al, 1964). 

The focal person’s response to role pressures depends on the focal person’s 

perception of the sent expectations.  It is this received role, specifically, the focal 

person’s perceptions and cognitions of what was sent that is the immediate influence on 

each member’s behavior and the immediate source of his or her motivation for role 

performance. 

In essence, the role episode as described above is based on four concepts:  1) role 

expectations, which are evaluative standards applied to the behavior of any person who 

occupies a given role; 2) sent role, which consists of communications stemming from role 

expectations and sent by members of the role set as attempts to influence the focal 

person; 3) received role, which is the focal person’s perception of the expectations of the 

role-senders; and 4) role behavior, which is the response of the focal person to the 

complex of information and influence he or she has received (Katz & Kahn, 1978).   An 

individual’s participation in social roles is made up of a series of role episodes.  The 

following section reviews the literature on role accumulation, which refers to an 

individual’s participation in multiple life roles. 

Role Accumulation  

Research with respect to role accumulation has taken two distinct paths.  

Historically, role accumulation has been examined from a negative, conflict-ridden 

perspective.  Early theoretical writings portrayed individuals’ involvement in multiple 

life roles as detrimental to their health and well-being.  Goode (1960), Slater (1963), and 

Coser (1974) provided three highly influential works from which much of the early 
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empirical research on role accumulation was based.  These authors were concerned with 

the impact of the demands placed on multiple role players.  Goode (1960) argued that 

individuals have limited resources (e.g. energy and skills) which must be allocated among 

alternative roles, and that individuals involved in multiple roles face over-demanding role 

obligations resulting in what he called “role strains.”  Therefore, Goode concluded that 

individuals must choose among those role alternatives which provide the least amount of 

role strain.  Similarly, Slater (1963) argued that involvement in multiple roles requires 

“spreading out one’s energy among a number of objects,” and because people do not 

have enough energy for every role, compromises must be made.  Coser (1974, p. 3) 

argued that in today’s “modern nontotalitarian societies, people are expected to play 

many roles on many stages, thus parceling out their available energies.”   In sum, the 

conflict perspective argues that because individuals have finite resources, such as time, 

energy and skills, the greater the number of roles for which an individual is involved, the 

greater the demands and role incompatibility, and therefore, the greater the role conflict. 

Challenging the conflict-ridden view of role accumulation, theorists began to 

acknowledge the benefits rather than the obligations that could accrue for individuals 

involved in multiple roles.  Marks (1977) and Sieber (1974) provided the foundation from 

which researchers began to document the beneficial effects of role accumulation.  Marks 

(1977) questioned the scarcity approach to time and energy that was the foundation of the 

prevailing conflict perspective.  Rather than limited and finite, he viewed the supply of 

energy as abundant and expandable, and suggested that participation in some roles may 

actually create energy that can be used in other roles.  Marks argued that psychological 

commitment was the key to one’s successful involvement in multiple roles, and 
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suggested that individuals who were psychologically committed to multiple roles find 

enough time and energy to participate effectively in all roles. 

Siebert (1974) explained the beneficial outcomes of role accumulation by 

focusing on the rewards that individuals receive when they accumulate multiple roles.  

He proposed four types of rewards or positive outcomes associated with role 

accumulation:  (1) role privileges, (2) overall status security, (3) resources for status 

enhancement and role performance, and (4) personality enrichment and ego gratification.  

Role privileges referred to the rights and benefits, such as the authority to make decisions 

that accrue to individuals as the number of roles in which they participate increases.  

Sieber argued that as individuals increase the number of role in which they participate, 

they also increase the number of privileges to a point where the role privileges may 

exceed the role obligations. Status security referred to an individual’s increasing ability to 

“fall back on” or rely on the gratifications of one role to compensate for failure in another 

role.  Sieber’s (1974) third reward, resources for status enhancement and role 

performance, focused on the increase in information and social contacts as role 

participation increases.  Finally, personality enrichment and ego gratification referred to 

an individual’s expanded personality to include new ideas and views as a result of 

involvement in multiple roles.   In essence, Siebert argued that the more roles in which an 

individual participates, the greater the opportunities for the individual to accrue rewards. 

Based on these theoretical perspectives, two broad streams of empirical research 

have emerged.  The first, and more extensive, has focused on examining the 

consequences of individuals’ participation in multiple roles on their physical health and 

mental well-being.  A primary focus of these studies has been on identifying the 
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implications for women of adding the work role, and for men, adding the family role 

(Barnett & Hyde, 2001).  Much of this research has conceptualized role involvement as 

simply role occupancy, and therefore operationalized the construct through a single item 

asking respondents to indicate whether or not they occupy specific roles (Amatea & 

Fong, 1991; Kandel, Davies, & Raveis, 1985; Kessler & McRae, 1982; Pietromonaco, 

Manis, Frohardt-Lane 1986; Reitzes & Mutran, 1994; Thoits, 1983; Verbrugge, 1983; 

Waldron & Jacobs, 1989).  Role involvement has also been conceptualized as an 

individual’s behavioral and psychological commitment to a role (Greenberger & O’Neil, 

1993; Voyandoff & Donnelly, 1999).  Behavioral commitment has been measured in 

terms of the number of hours spent in role participation, whereas psychological 

commitment has been operationalized as the centrality of a role to one’s self identity and 

the salience of the role in relation to other activities (Greenberger & O’Neil, 1993). 

In addition to differences in the conceptualization and measurement of role 

involvement, role accumulation studies have also differed in the number and types of 

roles included.  The vast majority of studies have focused solely on the roles of work and 

family (Amatea & Fong, 1991; Barnett, Davidson, Marshall, 1991; Barnett & Marshall, 

1993; Barnett, Marshall, & Pleck, 1992; Barnett, Marshall & Sayer, 1992; Barnett, 

Marshall & Singer, 1992; Greenberger & O’Neil, 1993; Tiedje, et al 1990; Waldron & 

Jacobs, 1989; Verbrugge, 1983).  However, a handful of studies have included additional 

roles such as student, religious member, neighbor, friend, and volunteer (Pietromonaco, 

Manis, & Frohardt-Lane, 1986; Reitzes & Mutran, 1994; Thoits, 1983).  Despite 

conceptual and operational differences, there is overwhelming evidence that participation 

in multiple roles benefits individuals’ health and well-being. 
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A second, less explored, stream of research examines the consequences of 

participation in multiple life roles on role-related outcomes.  A specific focus of this 

research involves the impact of non-work role commitment on work-related outcomes.  

Although in its infancy, this research has indicated that an individual’s commitment to 

non-work roles can promote positive work-related outcomes, such as increased 

organizational commitment and job satisfaction (Kirchmeyer, 1992a).  Moreover, 

research has indicated that individuals highly committed to personal life roles have 

enhanced interpersonal and managerial task-related skills, (Ruderman, et al., 2002), enjoy 

higher levels of career satisfaction and organizational-based self-esteem and have higher 

performance evaluations (Ohlott et al., 2004) than their less committed counterparts. 

It is this second stream of research that the current study seeks to extend.  We 

have initial evidence that commitment to non-work roles may have beneficial effects for 

the work role; however, we know little about the process by which these outcomes occur.   

Moreover, although initial studies have examined the implication of non-work role 

commitment on work-related attitudes and performance, we know little about the 

implications for one’s career.  The following section discusses the non-work role 

commitment construct as utilized in the present study. 

Non-Work Role Commitment in the Current Study 

The current study is interested in assessing the effects of an individual’s 

commitment to a wide array of personal life roles on his or her career growth prospects.   

Non-work role commitment in the current study is defined as the summation of an 

individual’s psychological commitment to a wide array of non-work roles.  Two issues 
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need clarification in this definition – the meaning of psychological commitment and the 

use of the term “wide array of non-work roles.” 

Rather than simply assess role occupancy, the current study seeks to identify the 

degree to which an individual is psychologically committed to a wide array of personal 

life roles.  Psychological commitment reflects the importance of a role to an individual’s 

self-identity, and reflects both the significance of the role and the fact that not everyone 

who occupies a role is equally invested in it (Greenberger & O’Neil, 1993).  The 

literature suggests that individuals have multiple identities that provide meaning and 

purpose in life (Stryker, 1968; Stryker & Serpe, 1982; Tajfel & Turner, 1985), and that 

our identities are often organized in a hierarchy of centrality such that some roles are 

perceived to be more important than other roles as a source of self-definition (Thoits, 

1983).  The literature further suggests that individuals tend to commit to roles which 

enhance their valued self-identities.  Therefore, the more important a role is to one’s self-

identity, the more likely one is to commit to that role. 

The current study seeks to assess an individual’s commitment to a wide array of 

non-work roles.  A measure of commitment will be created based on an individual’s 

psychological commitment to the following five roles:  the family role, including spouse 

and parent, community involvement, religious involvement, leisure activities, and the 

student role.  The inclusion of these roles is based on a recent study of managerial women 

which identified these as key life roles (Ruderman et al., 2002).  Moreover, these five 

roles have been suggested as the primary social roles that make up the lives of most 

adults (Frone, 2003). 
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Career Growth Prospects – Structural and Content Advancement 

The purpose of this study is to examine the ways in which commitment to non-

work roles may impact one’s career.  The literature suggests that commitment to roles 

outside of work may either positively or negatively impact career growth prospects, 

depending on certain individual and organizational characteristics. 

Broadly defined, career growth refers to opportunities employees may receive, 

such as increased responsibilities, challenging assignments, and learning experiences 

which foster career development and growth.  Based on this, career growth prospects in 

the current study is defined as the likelihood that an employee will be offered increased 

responsibilities, challenging assignments, and learning opportunities which promote 

career growth and development within his or her current organization.  The literature 

suggests two distinct means by which an employee may receive opportunities for career 

growth.  One is through hierarchical advancement or promotion (structural 

advancement); another is through experiences within his or her current position aimed at 

enhancing work motivation and job performance (content advancement).  These two 

components of career growth are consistent with the literature on career plateauing, 

which suggests that individuals may be either structurally plateaued or content plateaued 

(Davenport, 1993; Joseph, 1992; Milliman, 1992).  In structural plateauing, an individual 

is unable to rise further in the organization’s hierarchy (Ference, Stoner, & Warren, 

1977), whereas in content plateauing there is a low likelihood of increased 

responsibilities or challenges associated with one’s current job (Bardwick, 1986).   

Similarly, the two components or indicators of career growth prospects included in the 

current study are:  1) structural advancement, which represents increased responsibilities 
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and challenges through hierarchical advancement, and 2) content advancement, which 

reflects increased responsibilities and challenges that are offered within one’s current job.  

The following sections discuss these components in greater detail. 

Structural Advancement 

An important indicator of an employee’s career growth prospects is the likelihood 

that he or she will be promoted within his or her organization.  Structural advancement 

refers to the likelihood that an employee will be offered an opportunity to advance 

hierarchically within the current organization.  Promotions are important for individuals 

in that they represent status, recognition, responsibility, higher pay, and opportunities for 

even further advancement (London & Stumpf, 1983).  Moreover, the literature on career 

plateauing indicates that individual’s who are structurally plateaued, that is, unable to rise 

further in the organization’s hierarchy, exhibit lower levels of motivation and perform 

less well than their non-plateaued counterparts (Orpen, 1983; Ettington, 1992). 

The literature on promotion decisions has examined a wide range of individual, 

organizational, and situational variables in an attempt to identify those characteristics that 

enhance the likelihood that an individual will be promoted (Metz & Tharenou, 2001; 

Tharenou, 2001).  Much of this research has focused on objective predictors of 

promotability, such as demographic and human capital characteristics.  However, as will 

be discussed further in Chapter 3, research has also examined the influence of subjective 

information, such as performance and commitment perceptions on the likelihood that an 

employee will be deemed promotable (Allen & Rush, 1998; Allen, Russell, & Rush, 

1994; Shore, Barksdale, & Shore, 1995). 
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Promotability has been assessed primarily by single-item measures asking 

managers to rate the likelihood or potential of an employee being promoted within a 

specified period of time, or during the employee’s career within the company (Greenhaus 

& Parasuraman, 1993; Greenhaus, Parasuraman, & Wormley, 1990).  In addition, 

readiness for promotion ratings have been obtained from official organizational records 

when such information is required during annual performance appraisal processes (Van 

Scotter, Motowildo, & Cross, 2000).  Multi-items scales have also been developed to 

assess the degree to which the manager feels a subordinate meets the criteria for 

promotion, the employee seems likely to rise higher in the organization, and the 

possibility of the employee being the successor of the responding manager (Robertson, 

Barron, Gibbons, MacIver, & Nyfield, 2000; Thacker & Wayne, 1995; Wayne, Liden, 

Graf, & Ferris, 1997). 

Content Advancement 

Although promotions tend to be the most commonly thought of indicator of career 

growth, changes in organizational trends over the last two decades, including 

organizational delayering, downsizing, and employee outsourcing, have limited 

opportunities for hierarchical advancement (Heslin, 2005).  Due to the lack of 

promotional opportunities, organizations are beginning to emphasize the importance of 

offering developmental experiences within employees’ current jobs.  Indeed, there is 

increasing recognition that on-the-job experiences are a potent form of career 

development (Hunt, 1991; Keys & Wolfe, 1988; Wexley & Baldwin, 1986). 

Much of the research on within job career developmental experiences has focused 

on identifying specific features of jobs that stimulate development (Brutus, Ruderman, 
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Ohlott, & McCauley, 2000; McCauley, Ruderman, Ohlott, & Morrow, 1994).  This 

research has indicated that the degree of challenge present in a job may be the most 

important factor for it to be considered “developmental.”  McCauley et al. (1994) suggest 

that challenging experiences stimulate development by providing employees with the 

opportunity to learn and acting as a motivator for learning.  These authors argue that a 

challenging job allows one to experience with new learning strategies, behaviors, and 

alternative ways of thinking. 

Similarly, the literature on career plateauing suggests that challenging jobs, which 

provide increased responsibilities and encourage continuous learning are important for 

individual motivation and performance (Greenhaus, Callanan, & Godshalk, 2000).  

Moreover, enriched jobs that provide high levels of responsibility allow employees to 

remain competent, motivated and involved (Greenhaus, Callanan, & Godshalk, 2000).  

Although significant research has identified specific features of jobs (i.e., 

challenge, increased responsibilities, and opportunities for learning) that stimulate 

development, we know relatively little about who may, or why an employee may be 

offered developmental experiences.  Limited research has examined the influence of 

demographic characteristics, such as age and gender on the likelihood that a manager will 

offer an employee developmental experiences (Shore, Cleveland, Goldberg, 2003).  As 

will be argued in Chapter 3, perceptions that managers form about employees may also 

influence the likelihood that an employee will be offered developmental experiences 

within one’s current job. 
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The Mediators of the Relationship between Non-Work Role Commitment 

and Career Growth Prospects 

The relationship between non-work role commitment and career growth prospects 

is complex, as the two competing theoretical bases used in this study – conflict and 

enrichment - would suggest both positive and negative implications.  The following 

sections discuss and define the mediating variables that link non-work role commitment 

with career growth prospects.   Specifically, the negative link suggests that the demands 

associated with non-work role commitment limit an individual’s ability to fully engage in 

work, and therefore, job performance suffers.  In turn, low levels of work engagement 

and job performance negatively impact career growth prospects through a manager’s 

perception of an employee’s lack of commitment to both the organization and to the 

employee’s career. On the other hand, the positive link suggests that commitment to non-

work roles provides opportunities to acquire resources which can be transferred to 

enhance job performance.  In turn, enhanced job performance signifies to management 

that the employee is committed to his or her organization and career, and ultimately, 

career growth opportunities are enhanced. 

Non-work Demands – Time and Energy 

As discussed earlier in the chapter, individuals participate in a number of roles 

which make up their social structure.  Each role in which an individual participates 

includes a set of activities or potential behaviors.  Members of an individual’s role set 

develop beliefs and attitudes about what the focal person should and should not do as part 

of his or her role participation.  Role senders communicate role expectations through role 

pressures.  These role pressures include demands, such as time and energy, which are 
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communicated from the role sender to the focal person.  The literature suggests that 

demands associated with participation in some roles may negatively impact an 

individual’s ability to participate in other roles (Voyandoff, 2004a, 2004b, 2005).  

Specifically, the time and energy devoted to non-work roles may hinder an individual’s 

ability to engage in work, which may subsequently affect his or her job performance 

(Kahn, 1990, 1992).  These linkages are elaborated in Chapter 3.  The following section 

is devoted to a discussion of the demands construct. 

Demands have been generally defined as “the degree to which the environment 

contains stimuli that peremptorily require attention and response” (Jones & Fletcher, 

1996, p.34).   More specifically, job demands have been defined as those physical, 

psychological, social, or organizational aspects of a job that require sustained physical 

and/or psychological (i.e. cognitive or emotional) effort and are therefore associated with 

certain physiological and/or psychological costs (Schaufeli & Bakker, 2004).  The current 

study adapts the definition offered by Voydanoff (2005), who defined role demands as 

the structural or psychological claims associated with role requirements, expectations, 

and norms to which individuals must respond or adapt by exerting physical or mental 

effort.  Thus, consistent with the aim of the current study, non-work role demands refer to 

those claims associated with non-work role commitment to which individuals must 

respond or adapt by exerting physical or mental effort.   

The demands of time and energy in the role accumulation literature are explained 

from the “scarcity” perspective.  As discussed previously, early theoretical writings 

proclaimed the overdemanding nature of multiple roles and the resultant stress and strain 

for individuals involved in these roles.  The fundamental assumption of the “scarcity” 
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approach is that individuals have finite amounts of time and energy, which are necessary 

ingredients for participation in multiple roles.  And, because each role requires these 

limited resources, individuals face stress, strain, and conflict as a result of their inability 

to devote adequate resources to each role.  Consistent with this notion, a number of 

studies have found that the number of weekly hours devoted to family activities is 

positively related to the extent to which family interferes with work, whereas the number 

of hours devoted to work is positively related to the extent to which work interferes with 

family (Frone, 2003). 

To reiterate, demands in the current study are defined as those claims associated 

with non-work role commitment to which individuals must respond or adapt by exerting 

physical or mental effort.  Consistent with this definition, the current study examines 

three specific demands – 1) the physical time, 2) the physical energy, and 3) the 

emotional energy individuals spend engaged in non-work role activities.  The time 

demand is objective in that it refers to the cumulative amount of time per week 

individuals spend physically involved in non-work roles.  The energy component is 

subjective in that it requires an assessment of the cumulative level of physical and 

emotional energy that individuals expel in their non-work role activities. 

Resource Acquisition 

The model in the current study suggests that in addition to placing demands on 

individuals, commitment to non-work roles also provides opportunities for individuals to 

acquire resources which may be used to enhance their job performance and ultimately 

their career growth prospects.  The following section provides a discussion and definition 

of the resource acquisition construct. 
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 Role theory suggests that specific roles are characterized by pre-determined socially-

structured responsibilities that, when met, are rewarded with role-specific privileges 

(Kahn et al., 1964).  That is, to the extent that individuals satisfy the role-related 

responsibilities set by social expectations, they will receive desired and valued resources.  

Consistent with prior research (Greenhaus & Powell, 2006), the current study defines a 

resource as an asset that may be drawn upon when needed to solve a problem or cope 

with a challenging situation. 

To reiterate, Marks (1977) and Sieber (1974) were among the first to suggest that 

individuals may acquire resources from their commitment to multiple roles.  Marks 

argued that energy may be created from roles for which individuals are psychologically 

committed.  Sieber, on the other hand, identified four specific types of rewards – role 

privileges, overall status security, resources for status enhancement and role performance, 

and personality enrichment and ego gratification - that are likely to accrue as the number 

of roles in which an individual participates increases. 

More recently, Greenhaus and Powell (2006) identified five types of resources 

individuals may acquire from their participation in the work or family role:  skills and 

perspectives, psychological and physical resources, social capital, flexibility, and material 

resources.  In general, skills refer to a broad set of task-related cognitive and 

interpersonal skills, while perspectives refers to ways of viewing or handling situations, 

such as respecting individual differences (Ruderman et al., 2002), which may be 

enhanced as a result of role participation.  Psychological and physical resources include 

positive self-evaluations, such as self-esteem, as well as physical health.  Social capital 

refers to the influence and information gained from interpersonal relationships created 
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from role participation.  Flexibility refers to the individual’s autonomy in meeting role 

requirements.  Finally, material resources include money and gifts that may be obtained 

from role involvement. 

Qualitative research has also identified a number of resources individuals acquire 

from their participation in personal roles.  For example, in a qualitative study of 61 

female managers, Ruderman et al., (2002)  identified six types of resources resulting from 

participation in non-work roles:  1) opportunities to enrich interpersonal skills, 2) 

psychological benefits, 3) emotional support and advice, 4) enhanced handling of 

multiple tasks, 5) broadened personal interests, and 6) enhanced leadership skills. 

Opportunities to enrich interpersonal skills, defined as understanding, motivating, 

respecting, and developing others, was the most frequently mentioned resource.  

Specifically, respondents indicated that their participation in non-work roles, such as 

mother, friend, volunteer, and religious lay counselor allowed them to enhance their 

communication, listening, and people skills.  The psychological benefits accrued through 

involvement in non-work roles include increased self-esteem and confidence. For 

example, respondents indicated that their commitment to roles outside of work provided 

opportunities to take risks and handle hardships, which helped them feel more capable of 

handling future challenges.  Emotional support and advice from friends and family also 

enriched the lives of these women.  Specifically, women indicated that their friends often 

offered sound advice and cheered them on during hard times.  These women also 

indicated that their participation in numerous non-work roles helped them learn to multi-

task. The final resource identified by these woman managers included learning about 

leadership through personal experiences.  Involvement in roles such as community and 
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religious organizations, involvement in family businesses, and volunteer assignments 

provided ways for these women to gain experience with leadership positions and become 

comfortable in authoritative roles. 

As indicated in the preceding paragraphs, theoretical as well as empirical research 

has identified a variety of resources that may be generated from role participation.  

Drawing from this literature, the resources included in the current study include:  1) 

interpersonal and task-related skills, 2) broadened views and perspectives, 3) increased 

self-esteem and confidence, and 4) social capital.  Both Greenhaus and Powell (2006) and 

Ruderman et al., (2002) identified interpersonal and task-related skills, broadened views 

and perspectives, and increased self-esteem and confidence as resources likely to be 

generated from non-work role participation.  In addition, it is likely that individuals will 

gain social capital in terms of information and influence from interpersonal relationships 

created from participation in non-work roles. 

Work Engagement 

As stated earlier, the study’s model specifies that an individual’s ability to engage 

in work is influenced by the demands associated with non-work role commitment.  In 

turn, work engagement is posited to impact job performance, as well as managerial 

perceived organizational and career commitments.  These linkages will be discussed in 

Chapter 3.  The following section provides a review and definition of the work 

engagement construct. 

The definition of work engagement used in this study is based upon previous 

research (Kahn, 1990, 1992), which considers work engagement to be the “harnessing of 

organization members’ selves to their work roles; in engagement, people employ and 
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express themselves physically, cognitively, and emotionally during role performances” 

(p. 694).  Thus, work engagement is the degree to which an individual is physically, 

cognitively, and emotionally invested in the work role.  In order to be fully engaged in 

work, an individual must possess and be capable of driving physical, emotional, and 

psychological energies into their work role performances (Kahn, 1990). 

Work engagement was first conceptualized by Kahn (1990), who suggested that 

individuals use varying degrees of their selves, physically, cognitively, and emotionally, 

in the roles they perform, and the more people draw on their selves to perform their roles, 

the more effective their role performance and the more content they are as actors within 

these roles (Kahn, 1990).  Kahn (1990) identified three conditions necessary for 

individuals to be fully engaged in work:  psychological meaningfulness, psychological 

safety, and psychological availability.  Psychological meaningfulness refers to “the 

feeling that one is receiving a return on investments of one’s self in a currency of 

physical, cognitive, or emotional energy” (p. 704).  That is, individuals experience 

meaningfulness when they feel worthwhile, useful, and valuable at work (Kahn, 1990).  

Employees feel psychologically safe when they are able to show their true self within the 

work setting without fear of negative consequences to self-image, status, or career.  

Kahn’s (1990) third condition, psychological availability, refers to one’s sense of having 

the physical, emotional, or psychological resources to engage in work.  It involves an 

individual’s ability to engage in work, given the distractions he or she experience as a 

participant in other life roles (Kahn, 1990). 

Rothbard (2001) examined the degree to which engagement in one role impacts 

an individual’s engagement in another role.  Rothbard (2001) identified two components 
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of work engagement- attention and absorption.  Attention refers to cognitive availability 

and the amount of time one spends thinking about a role, while absorption refers to the 

intensity of one’s focus on a role.  Similarly, Schaufeli and his colleagues suggest that 

work engagement can be characterized as persistent, positive, fulfilling, work-related 

state of mind that is characterized by vigor, dedication, and absorption (Maslach, 

Schaugeli, & Leiter, 2001; Schaufeli, Salanova, Banzales-Roma, & Bakker, 2002).  Vigor 

is characterized by high levels of energy and mental resilience while working, the 

willingness to invest effort in one’s work, and persistence in the face of difficulties.  

Dedication is characterized by a sense of significance, enthusiasm, inspiration, pride and 

challenge.  Absorption refers to being fully concentrated and happily engrossed in one’s 

work, whereby time passes quickly and one has difficulties with detaching oneself from 

work (Schaufeli & Bakker, 2004).  Consistent in all of these definitions is the notion that 

work engagement refers to the degree to which an individual is physically, emotionally 

and cognitively invested in the work role. 

Work engagement can be distinguished from other related constructs, such as job 

involvement, work identification, and work commitment (Bielby, 1992; Lawler & Hall, 

1970; Stryker & Serpe, 1982; Thoits, 1983).  Job involvement refers to “the degree to 

which the job situation is central to the person and his identity’ (Lawler & Hall, 1970:  

310-311), identification represents the importance or salience of a role to an individual 

(Stryker & Serpe, 1982), whereas commitment represents the individual’s attachment to a 

role (Allen & Meyer, 1990).  Identification and commitment represent reasons why one 

might become psychologically engaged in a role (Rothbard, 2001).   Moreover, 
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engagement differs from job involvement, identification and commitment in that it 

requires the active use of emotions and behaviors, in addition to cognitions. 

Job Performance 

As previously mentioned, job performance in the current model is a function of the 

resources generated from non-work role commitment and work engagement.  In turn, job 

performance is specified to positively influence managerial perceived organizational and 

career commitments, as well as career growth prospects. 

Job performance, as a construct, has received considerable research attention 

within the industrial/organizational psychology and management literatures.  Historically, 

research on job performance has focused on identifying its individual and situational 

correlates.  Several theoretical and empirical reports over the past 20 years have 

presented causal models of performance that explain relationships between basic traits 

such as cognitive ability and personality and job performance.  Research within the work-

non-work literature has focused primarily on the influence of work-family conflict on job 

performance and the impact of human resource policies designed to mitigate the negative 

effects of conflict on employee performance (Kossek & Ozeki, 1998). 

Job performance has been generally defined as behaviors or actions that are 

relevant to the goals of the organization in question (Campbell, 1990).  Consistent with 

Motowidlo (2003, p.39), the current study adopts a more specific definition and considers 

job performance as “the total value to the organization of the discrete behavioral 

episodes that an individual carries out over a standard period of time.” 

There have been two major focuses in job performance research.  First, as 

previously mentioned, extensive research has been devoted to identifying antecedents of 
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job performance, specifically the complex relationships between ability and individual 

personality traits.  A second, more recent focus has been on attempting to better 

understand the underlying nature of the construct.  Specifically, research has sought to 

understand what exactly constitutes job performance.  Scholars have taken both single 

and multi-dimensional approaches within numerous organizational contexts.  The most 

widely researched single dimensions of job performance include task performance, 

organizational citizenship behavior, and counterproductive behaviors. 

The vast majority of job performance research has focused on evaluating 

individuals’ performance on task requirements.  Task performance has been defined as 

“the proficiency with which incumbents perform activities that are formally recognized 

as part of their jobs; activities that contribute to the organization’s technical core either 

directly by implementing a part of its technological process, or indirectly by providing it 

with needed materials or services’ (Borman & Motowidlo, 1993, 73).  More succinctly, 

task performance involves the accomplishment of duties and tasks that are specified in a 

job description (Murphy, 1989). 

Organizational citizenship behaviors (OCB) have been recognized as another 

dimension of job performance (Organ, 1988; Smith, Organ, & Near, 1983).  OCB has 

been defined as individual behavior that is discretionary in nature, not directly or 

explicitly recognized by the formal reward system, and that in the aggregate promotes the 

effective functioning of the organization (Organ, 1988).  OCBs differ from task 

performance in that they are not a requirement of the job, and individuals are not 

necessarily rewarded for displaying citizenship behaviors.  However, aggregated over 

time these behaviors enhance organizational effectiveness.  Examples of organizational 
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citizenship behaviors include helping a co-worker solve a problem, and guiding 

employees to follow the policies and procedures of the organization. 

Counterproductive behaviors, which negatively impact organizational 

effectiveness, are another widely recognized dimension of job performance.  

Counterproductive behavior (Sackett, 2002) refers to intentional behavior on the part of 

the organizational member viewed by the organization as contrary to its legitimate 

interests.  Examples of counterproductive behaviors include violence on the job, social 

loafing, and the propensity to withhold effort, all of which can negatively impact job 

performance. 

Taking a more comprehensive view of job performance, scholars have also 

proposed elaborate, multi-dimensional models.  Two of the most widely discussed 

taxonomies of job performance include: 1) Campbell’s Multifactor Model (1990), and 2) 

Borman and Motowidlo’s (1993) task versus contextual performance model.  Campbell 

(1990) defined eight behavioral dimensions of performance that he claimed “are 

sufficient to describe the top of the latent hierarchy in all jobs in the Dictionary of 

Occupational Titles. These dimensions include: 1) job-specific task proficiency, 2) non-

job-specific task proficiency, 3) written and oral communications, 4) demonstrating 

effort, 5) maintaining personal discipline, 6) facilitating team and peer performance, 7) 

supervision, 8) management and administration. 

Concerned that job performance research tended to focus too heavily on task 

performance, while excluding other employee behaviors that contributed to 

organizational effectiveness, Borman and Motowidlo (1993) suggested a two-

dimensional typology.  In addition to task performance, which refers to those behaviors 
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that directly facilitate or hinder the production of organizational good and services, 

contextual performance contributes to organizational effectiveness through its effect on 

the organizational, social, and psychological context of work (Borman & Motowidlo, 

1993).  Contextual task performance has been compared to organizational citizenship 

behavior in that neither are formally required by the organization, yet when displayed, 

benefit the organization. 

To reiterate, job performance in the current study is defined as the total value to 

the organization of the discrete behavioral episodes that an individual carries out over a 

standard period of time (Motowidlo, 2003).  Past research has indicated that manager’s 

value subordinates who engage in behaviors that extend beyond specific job 

requirements.  Therefore, job performance in the current study includes both task-specific 

and contextual dimensions of performance (Borman, White, & Dorsey, 1995; Borman & 

Motowidlo, 1993). 

Managerial Perceptions of Employee Work Commitment 

It has been suggested that managers believe that employees’ commitment to non-

work roles detracts from their commitment to work.  Work commitment is a multi-

dimensional construct which encompasses five dimensions:  affective organizational 

commitment, continuance organizational commitment, career commitment, job 

involvement, work ethic endorsement (Morrow, 1993).  The literature suggests that each 

dimension, as a subset of the larger work commitment construct, should be analyzed 

separately as well as in relation to other forms of commitment as the five dimensions may 

share some of the same predictors or outcomes, but are also unique in reflecting different 

aspects of work commitment (Morrow, 1993). 
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The two indicators of work commitment examined in this study are organizational 

commitment and career commitment.  Although there is considerable research examining 

these constructs from the employee’s point of view, this study focuses on a manager’s 

perceptions of an employee’s organizational and career commitment.  Nevertheless, it is 

important to discuss the organizational commitment and career commitment constructs to 

understand the focus of a manager’s perception. 

Managerial Perceptions of Employee Organizational Commitment 

Changing employee loyalties and a focus on balancing work and personal life has 

led organizational commitment to become a central concept of importance for both 

individuals and organizations.  Most of the organizational commitment research has 

focused on determining its situational and work-related antecedents and on testing its 

ability to predict work outcomes (Mathieu & Zajac, 1990).  Organizational commitment 

has been found to be a consistent predictor of employee turnover, and organizations 

whose members have higher levels of commitment show higher performance and 

productivity and lower levels of absenteeism and tardiness (Bateman & Strasser, 1984; 

Morris & Sherman, 1981).  However, despite its apparent importance in the literature, 

organizational commitment in the work-non-work literature has received only negligible 

attention (Kirchmeyer, 1992a, Kirchmeyer, 1992b). 

Historically, two approaches have been taken in organizational commitment 

research.  The “side-bet” approach (Becker, 1960), examines organizational commitment 

from a calculative view and suggests that commitment to an organization is based on the 

accumulation of investments valued by the individual that would be lost or deemed 

worthless if he or she were to leave the organization.  According to this view, the 
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individual is bound to the organization by extraneous factors such as income and 

hierarchical position, and internal factors such as interpersonal relationships (Cohen, 

2003).  The second approach, which originated from the works of Porter and his 

associates (Porter, Steers, Mowday & Boulian, 1974; Mowday , Porter & Steers, 1982), 

sees organizational commitment as affective or attitudinal.  These authors defined 

organization commitment as a state in which the individual identifies with a particular 

organization and its goals and wishes to maintain membership in order to facilitate those 

goals.  Three criteria are inherent in this conceptualization:  1) a desire to maintain 

membership in the organization, 2) a belief in and acceptance of the values and goals of 

the organization, and 3) a willingness to exert effort on behalf of the organization (Porter 

et al., 1974). 

Integrating the works of Becker (1960) and Porter et al. (1974), Meyer and Allen 

(1984) offered a two-dimensional conceptualization of organizational commitment.  

These authors defined organizational commitment as a psychological link between the 

employee and his or her organization that makes it less likely that the employee will 

voluntarily leave the organization.  Accordingly, the first dimension was termed affective 

commitment, and was defined as “positive feelings of identification with, attachment to, 

and involvement in, the work organization.”  Affective commitment refers to an 

employee remaining with an organization because he or she wants to do so.  The second 

dimension was termed continuance commitment, and was defined as “the extent to which 

employees feel commitment to their organizations by virtue of the costs that they feel are 

associated with leaving” (Meyer & Allen, 1984, p. 375).  Continuance commitment refers 

to an employee remaining with an organization because he or she has to do so.  More 
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recently, the authors added a third dimension, termed normative commitment, which 

refers to employees’ feelings of obligation to remain with the organization” (Allen & 

Meyer, 1990).  Employees with strong normative commitment remain in an organization 

because they feel like they ought to do so.  Much of the empirical research since has 

supported the three dimensional conceptualization offered by Allen & Meyer (1990). 

Despite extensive research examining the organizational commitment construct, 

the focus has been on employees’ own perceptions of their level of commitment.  

However, as will as discussed further in Chapter 3, the current study argues that 

managers hold opinions about employees’ commitment based on cues such as their work 

engagement and job performance.  Therefore, the current study defines managerial 

perceptions of employees’ organizational commitment as a manager’s perception of an 

employee’s emotional attachment to his or her current organization.  The affective 

dimension of commitment (Meyer & Allen, 1984) was chosen because it reflects the 

perception that an employee wishes to remain with the organization because of an 

emotional attachment to it and identification with its goals.  Affective commitment is 

important to managers because it reflects an employee’s commitment to the organization 

because he or she wants to do so, rather than because he or she has or ought to. 

Managerial Perceptions of Employee Career Commitment 

Relative to organizational commitment, career commitment has received far less 

scholarly attention.  Morrow (1983, p. 490) emphasized the importance of career 

commitment as “it is one of the few commitment concepts that attempts to capture the 

notion of devotion to a craft, occupation, or profession apart from any specific work 

environment, over an extended period of time.” 
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The concept of career commitment evolved from interest in the ongoing 

evaluation of one’s career choices and was originally defined in the literature by Hall 

(1971) as the strength of one’s motivation to remain in a chosen career role. 

Greenhaus and his colleagues made an important contribution to our 

understanding of the concept of career commitment by defining and developing a 28-item 

scale for what he termed career salience.  Career salience was defined as “the importance 

of work and a career in one’s total life,” and reflected three broad dimensions:  relative 

priority of one’s career compared to other specific sources of life satisfaction; general 

attitude toward work, which referred to viewing work with positive affect and 

anticipation; and concern with career advancement and planning for a career (Greenhaus, 

1971, p. 209; 1973; Greenhaus & Simon, 1977; Greenhaus & Sklarew, 1981). 

The conceptualization offered by Greenhaus has been criticized in that its 

definition and measurement of career salience overlaps with other commitment 

constructs, particularly job involvement (Blau, 1985; Morrow, 1983).   Arguing that in 

order to make career commitment distinct from other commitment constructs, Blau 

(1985) suggested that the focus should be more specific than “work in general” and have 

broader referents than “job” and “organization.”  Based on this, Blau (1985) 

conceptualized the most frequently cited definition of career commitment as “one’s 

attitude toward one’s profession or vocation” (p. 178).  This definition was based on two 

dimensions of London’s (1983) career motivation theory:  career identity and career 

resilience  Career identity refers to the centrality of a person’s career to his or her 

identity, while career resilience involves a person’s resistance to career disruption in a 

less than optimal environment (London, 1983).  Later, Blau, Paul, and St. John (1993) 
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revised this definition to reflect one’s attitudes toward one’s occupation rather than 

profession or vocation. 

As with organizational commitment, the vast majority of empirical research on 

career commitment has focused on self-reported ratings of employees’ commitment to 

their careers.  Career commitment has been found to be positively related to skill 

development and job performance, and negatively related to job withdrawal cognitions 

and actual turnover (Aryee & Tan, 1992; Bedeian, Kemery, & Pizzolatto, 1991; Blau, 

1985, 1989).  Because this study is interested in a manager’s perception of an employee’s 

commitment to his or her career, the current study extends the definition offered by Blau 

(1985) to define managerial perceived career commitment as a manager’s perception of 

an employee’s emotional attachment to his or her profession or vocation.  Again, this 

definition is consistent with Allen and Meyer’s (1984) conceptualization of affective 

commitment in that it refers to a manager’s perception that an employee is attached to 

and wishes to remain in his or her career because he or she wants to, rather than has to or 

ought to. 

The Moderators of the Relationship between Non-Work Role Commitment and 

Career Growth Prospects 

As discussed in the previous sections, the purpose of the current study is to 

understand the ways in which an employee’s commitment to roles outside of work 

impacts his or career prospects.  Currently, we know relatively little about the impact that 

non-work role participation has on individuals’ careers.  Despite assertions from the 

popular press that devotion to life roles other than work detracts from one’s career, prior 

theoretical and empirical works have suggested that this may not be the case, and that 
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quite possibly commitment to non-work roles may actually promote employees’ careers.  

The current study suggests two conditions under which non-work role commitment may 

enhance an employee’s career growth prospects – that is, the likelihood that an employee 

will be promoted and/or receive growth opportunities within his or her current position. 

Career Commitment   

The current study predicts that an employee’s commitment to non-work roles will 

generate resources that may be applied to promote his or her job performance. Research 

has suggested that the transference of resources across roles is an intentional decision 

(Edwards & Rothbard, 2000).  As will be discussed further in Chapter 3, one condition 

that may influence the likelihood that an individual will invest resources acquired from 

their non-work role participation into their work role is the degree to which they are 

committed to their careers. 

A review of the career commitment literature was offered in the previous section, 

and therefore will not be reviewed again here.  However, it is important to point out that 

the use of career commitment as a moderator variable in the current study reflects the 

individual’s own “attitude toward his or her profession or vocation (Blau, 1985).   That 

is, the individual’s attachment to and willingness to remain in his or her present career 

(Blau, 1989). 

Non-work Supportive Organizational Environment  

Virtually all of the research on organizational support within the work-non-work 

literature has focused exclusively on the supportiveness of an organization for work-

family issues, without taking into account other facets of an employee’s personal life.  

These studies have suggested that employees who work for family-supportive 
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organizations experience low work-family conflict, positive work attitudes, and low 

turnover intentions (Allen, 2001; Friedman & Greenhaus, 2000; Glass & Estes, 1996; 

Judge, Boudreau, & Bretz, 1994; Kossek & Ozeki, 1998; Thomas & Ganster, 1995; 

Thompson, Beauvais, & Lyness, 1999). 

Much of the research on organizational support for family involvement has been 

examined from the perspective of the organization’s culture.  Work-family culture has 

been defined as “the shared assumptions, beliefs, and values regarding the extent to 

which an organization supports and values the integration of employees’ work and family 

lives” (Thompson, Beauvais, & Lyness, 1999, p. 394).   Research has suggested that the 

supportiveness of an organization’s culture for work-family issues impacts employees’ 

usage of family-friendly benefits.  Moreover, Allen (2001) argues that it is not simply the 

availability of family-friendly benefits, but employees’ perceptions of the organization’s 

support which influences employees’ decisions to utilize family-friendly policies and 

benefits. 

Thomas and Ganster (1995) distinguished two elements of a family-supportive 

environment:  family-supportive policies and family-supportive supervision.  Family-

supportive policies refer to formal organizational programs and initiatives designed to 

help employees achieve greater work-family balance.  Family supportive supervision 

refers to the sensitivity, empathy, and flexibility provided by a supervisor to assist a 

subordinate in achieving work-family balance (Parker & Allen, 2001; Thomas & Ganster, 

1995).  Extending this work, Thompson et al., (1999) identified three components of 

work-family culture.  The first component refers to the extent to which organizations 

place time demands or expectations on employees which may interfere with family 
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responsibilities.  The second component of work-family culture refers to the extent to 

which employees’ perceive negative career consequences associated with their utilizing 

work-family benefits. Often employees are concerned that taking advantage of these 

benefits will jeopardize their careers due to the perception that they are more committed 

to their personal lives than their careers.  The third component represents the extent to 

which organizational managers are supportive and sensitive to employees’ family 

responsibilities (Thompson et al., 1999).   Extending the works of Thomas and Ganster 

(1995) and Thompson et al. (1999), Allen (2001) identified a fourth dimension of a 

family-supportive organizational environment –global perceptions of organizational 

support for family. 

Despite an increase in research involving family-supportive organizational 

environment, little attention has been given to an organization’s support for non-work 

roles beyond family.  The current study is interested in examining the impact of an 

organization’s support for non-work roles on an employee’s ability to juggle non-work 

and work demands.  Borrowing from the previously identified work on work-family 

supportive environment, a non-work supportive work environment is defined in the 

current study as the extent to which an employee perceives his or her organization as 

supportive and valuing the integration of the employee’s work and non-work life.  

Consistent with this research the supportiveness of an organization’s environment for 

non-work participation will be assessed by: 1) the degree to which the employee 

perceives the organization as allowing the employee flexibility in scheduling work 

around non-work activities, 2) the level of perceived supervisory support for non-work 

activities, 3) the level of perceived organizational support for non-work activities, 4) the 
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degree to which the employee perceives negative career consequences associated with 

their utilizing work-non-work benefits. 

Summary and Focus of the Present Study 

The purpose of the current research is to help us better understand the processes 

by which commitment to non-work roles impacts individual’s career prospects.  The 

current study suggests a mediated model by which non-work role participation can either 

positively or negatively impact career outcomes.  The negative link suggests that an 

individual’s involvement in non-work roles requires excessive time and energy which 

detracts from one’s ability to engage in the work roles.  In turn, lack of engagement 

hinders job performance.  From this view, an employee’s career growth prospects are 

negatively impact through a manager’s perception that the employee is uncommitted to 

the organization or to his or her career.  On the other hand, the positive link suggests that 

an individual’s involvement in non-work roles provides resources that promote effective 

performance in the work role.  Enhanced job performance signifies enhanced career 

growth prospects through management’s perception of high levels of organizational and 

career commitment. 

In addition to examining the process by which non-work commitment impacts 

career outcomes, the current study seeks to understand the conditions under which non-

work participation may positively impact career growth prospects.  The current study 

suggests two variables - career commitment and non-work supportive organizational 

environment – which moderate the relation between non-work role commitment and 

career growth prospects. 
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This study also contributes methodologically to the literature by measuring 

specific sets of demands and resources that have previously been identified in the 

literature, but have yet to be empirically examined in the current context. 
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Chapter 3:  Research Model and Hypotheses 
 
 

Chapter 3 presents a model that examines the consequences of an individual’s 

participation in non-work life roles on his or her career.  Specifically, the model attempts 

to explain why and under what conditions commitment to non-work roles impacts an 

employee’s career growth prospects.  The chapter begins with a review of the research 

questions addressed in this study.  The model is then presented along with the 

hypothesized relationships among the variables in the model.  The chapter concludes with 

a discussion of the potential contributions of the study to the literature. 

Research Questions 

The overarching purpose of the current study is to broaden our knowledge as to 

the ways in which an individual’s commitment to non-work roles impacts his or her 

career growth prospects.  Based on two theoretical frameworks – conflict and enrichment 

- the current study seeks to determine the conditions under which commitment to roles 

outside of work may promote positive implications for one’s career growth prospects, 

specifically, the likelihood that an employee will be promoted and/or receive 

developmental experiences in the current job. 

The conflict perspective suggests that the demands associated with non-work role 

commitment negatively impact an employee’s ability to fully engage in his or her work, 

thereby hindering job performance.  In turn, low work engagement and poor job 

performance are expected to negatively impact a manager’s perception that the employee 

is committed to his or her career as well as the organization, and therefore have negative 

implications for career growth prospects.  The enrichment perspective, however, views 

commitment to non-work roles as providing resources which can be used to enhance job 
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performance.  Enhanced job performance, then, prompts management to perceive an 

employee as committed to the organization, as well as to his or her career, and in turn, 

career growth prospects are enhanced.   It is further expected that career commitment and 

a non-work supportive environment moderate the relationship between non-work role 

commitment and career growth prospects.  Specifically, career committed employees are 

expected to reap the greatest benefits of the resources acquired through non-work role 

participation, while individuals employed by organizations that support their involvement 

in personal life roles are expected to be able to better juggle their work and non-work 

responsibilities.  In sum, this study seeks to answer the following two research questions: 

1. What is the relationship between non-work role commitment and career growth 

prospects? 

2. Under what conditions does non-work role commitment enhance an employee’s 

career growth prospects?  

The following sections discuss the relationships among the various components of the 

model in greater detail and offer theoretical rationale and empirical support for the 

hypothesized relationships. 

Hypothesized Relationships 

The Conflict Path 

The Demands Associated with Non-work Role Commitment 

As discussed in Chapter 2, Kahn et al., (1964) were among the first to discuss the 

notion of roles as the basis of society.  The authors argued that each role in which an 

individual participates includes a set of activities or potential behaviors.  Role senders 
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communicate the expectations for these behaviors through role pressures, from which the 

focal person is supposed to enact a given role. 

In addition to the role pressures communicated from external role senders, 

individuals also place role demands upon themselves. The literature suggests that 

individuals place more demands upon themselves in roles for which they are highly 

committed (Burke & Reitzes, 1991; Lobel, 1991; Lobel & St. Claire, 1992; Stryker & 

Serpe, 1994).  In support of this, in a study of 640 undergraduates, Burke and Reitzes 

(1991) found that role commitment significantly impacted the time students were willing 

to invest in role performances.  Specifically, students who were more highly committed 

to the student role spent more time in the role than individuals less highly committed, 

which subsequently contributed to better performance. 

The literature further suggests that psychological commitment reflects the 

importance of the role for one’s self-identity, and as such individuals hold higher demand 

expectations for roles which enhance their self-identity (Burke & Reitzes, 1991; Lobel & 

St. Claire, 1992; Rothbard & Edwards, 2003; Stryker & Serpe, 1994).  According to 

social identity theory, individuals have multiple identities that provide meaning and 

purpose in life (Stryker, 1968; Stryker & Serpe, 1982; Tajfel & Turner, 1985).  

Moreover, social identities are often organized in a hierarchy of centrality such that some 

roles are perceived to be more important than other roles as a source of self-definition 

(Thoits, 1991).  Therefore, because individuals seek to reaffirm their own self-identity, 

they are willing to invest resources in roles which enhance the valued attributes of that 

identity (Kahn et al., 1964).   In support of this, empirical findings have indicated that the 

importance of a particular role to an individual’s identity has implications for one’s 
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investment in that role (Lobel & St. Claire, 1992; Rothbard & Edwards, 2003; Stryker & 

Serpe, 1994).  For example, Rothbard and Edwards (2003) examined the relationship 

between identification with work and investment in that role.  Results indicated that 

individuals for whom the work role was important to their self-identity invested more 

time in work than individuals for whom work was less important.  In a similar study, 

Lobel and St. Claire (1992) examined the degree to which role salience influenced role 

investment and found that individuals with high career identity salience were willing to 

expend extra effort at work.  Moreover, Greenhaus and Powell (2003) examined factors 

impacting an individual’s decision to participate in competing work or family activities 

and found that the salience of a role significantly impacted the likelihood that an 

individual would choose to invest in one role over another. 

In sum, in addition to the pressures received from external role senders, 

individuals may create pressures on themselves based on their perceptions of what it 

means to be a participant of a role (Kahn et al., 1964).  Prior research has observed a 

positive relationship between the importance of a role to one’s self-identity and the 

demands associated with that role.  That is, individuals are more likely to conform to role 

demands and invest time and energy into roles which contribute to, and enhance, their 

self-identity.  Therefore, individual’s who are psychologically committed across a 

number of non-work roles will have greater demands (i.e. time and energy) than 

individuals who are less psychologically committed across roles.   Following this logic, it 

is reasonable to expect that the more highly committed individuals are to a greater 

number of roles, the greater the associated demands.  Therefore, based on the above 

rationale, the following hypothesis is offered: 
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H1:  There is a positive relation between non-work role commitment and non-
work demand requirements. 
 
The previous section discussed the demands associated with psychological 

commitment to non-work roles.  The following section discusses the impact of those 

demands on an individual’s engagement in work. 

The Impact of Non-work Demands on Work Engagement 

To reiterate, work engagement in the current study refers to one’s psychological, 

cognitive, and emotional investment in the work role.  It has been suggested that an 

individual’s ability to engage in work can be significantly impacted by the non-work 

aspects of his or her life (Edwards & Rothbard, 2000; Hall & Richter, 1989; Kahn, 1990).  

Although little scholarly attention has examined the impact of non-work demands on 

work engagement, role theory provides a theoretical basis for this discussion. 

Role theory suggests that role senders have specific expectations for role 

behavior, and that role pressures influence the focal person toward conformity with the 

expectations of the role sender.  However, members of multiple role sets may hold quite 

different role expectations toward the focal person. At any given time, various role 

senders may impose pressures or demands toward different kinds of behavior.  Roles 

become more complex when they require the focal person to be simultaneously involved 

in two or more subsystems, since each is likely to have its own priorities (Kahn et al., 

1964).  When the pressures from multiple role senders are over-demanding or 

incompatible interrole conflict may result (Greenhaus & Beutell, 1985; Kahn et al., 

1964). 

The notion of role conflict is rooted in scarcity theory, which assumes that 

personal resources, such as time and energy, are finite and that the devotion of greater 
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resources to one role necessitates the devotion of lesser resources to other roles (Edwards 

& Rothbard, 2000; Marks, 1977; Sieber, 1974).  Thus, individuals who participate in 

multiple life roles are likely to experience conflict between these roles.  At least two 

sources of inter-role conflict have been identified in the literature.  Time-based conflict 

exists when the time devoted to one role makes it difficult to fulfill the requirements of 

another role.  Time-based conflict can take one of two forms.  First, time-based conflict 

can result from the physical time pressures associated with involvement in multiple roles.  

That is, multiple roles compete for a person’s time because, in general, the physical time 

spent in activities in one role can not be spent in activities in another role.  For example, 

time demands due to membership in organizations outside of work, such as school and 

community activities, are likely to limit the time available for the work role.  Indeed a 

number of studies have shown that the number of hours devoted to family activities is 

positively related to levels of family-to-work conflict (Frone, 2003).  Second, even when 

individuals are able to meet the physical time requirements of multiple roles, mental 

pressures or preoccupations with roles may cause conflict (Greenhaus & Beutell, 1985).  

For instance, involvement in outside interests may distract an individual’s attention so 

that he or she is unable to effectively participate at work.  Strain-based conflict, a second 

type of conflict identified in the literature, exists when the strain resulting from 

membership in one role affects one’s participation in another role (Greenhaus & Beutell, 

1985).  For example, participation in outside roles can cause an individual to feel anxious 

or tired, which can negatively affect his or her engagement in work. 

Extensive research within the work-family literature has shown that the demands 

associated with family life can cause family to work conflict, and that this conflict can 
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lead to negative work-related outcomes.  For example, family-to-work conflict has been 

linked to work-related absenteeism and tardiness, and poor job performance (Frone, 

2003).  Although we know little about the impact of non-work demands on work 

engagement, findings from an initial study indicate that non-work demands can also have 

negative implications for an individual’s ability to engage in work. 

Kahn (1990) conducted a qualitative study to assess the determinants of role 

engagement and found that an important factor influencing individuals’ availability to 

engage in work was their participation in personal life roles.  Because engagement 

requires the possession of sufficient physical, emotional, and psychological resources 

necessary for investing one’s self in role performances, individuals who were extensively 

involved in non-work roles lacked the resources necessary to be fully engaged.  For 

example, respondents indicated that at times the demands from their personal lives 

caused them to be too preoccupied to focus on their work-role performances.  As an 

example, a draftsperson applying to architecture schools indicated, that he couldn’t 

concentrate on his job because he was thinking about the college application process 

(Kahn, 1990).  In another instance, a respondent indicated that the energy he used in 

outside activities significantly impaired his ability to express and employ himself in his 

work (Kahn, 1990). 

In sum, work engagement requires individuals to be physically, emotionally, and 

psychologically invested in the work role.  Because the demands associated with non-

work roles require significant levels of resources, the resources devoted to non-work 

roles can limit the resources necessary to be fully engaged at work.  Specifically, the time 

and energy required by non-work role participation may impede on the resources 
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available for the work role, thereby hindering the individual’s ability to fully engage in 

work.  Therefore: 

H2: There is a negative relation between non-work demands and work 
engagement. 
 

As Hypothesis 2 predicts, the demands associated with non-work role 

commitment may impede an employee’s ability to fully engage in work.  However, 

research has suggested that characteristics of the work-place may influence an 

employee’s ability to juggle work and non-work demands.   One such characteristic is the 

supportiveness of an organizations’ environment for participation in personal life roles.  

A hypothesis regarding this moderated relationship is offered next. 

The Influence of Organizational Environment on the Relationship Between Non-work 

Demands and Work Engagement 

As the preceding hypothesis indicates, it is expected that the time and energy 

devoted to non-work roles may hinder an employee’s ability to fully engage in work.  

However, the literature suggests that the supportiveness of an organization’s environment 

for non-work role participation may significantly impact an employee’s ability to juggle 

their work and non-work demands.  Specifically, a work environment that supports an 

employee’s participation in non-work roles may mitigate the negative consequences of 

non-work role demands on work engagement by reducing the interrole conflict resulting 

from the competing work and non-work demands. 

Research assessing the supportiveness of an organization’s environment for non-

work participation has tended to focus exclusively on the organization’s support for an 

employee’s involvement in the family role.  Moreover, this research has primarily 
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focused on the direct impact of supportiveness on reports of work-family conflict and 

employee attitudes, such as organizational commitment and job satisfaction (Allen, 2001; 

Frye & Breaugh, 2004; Thomas & Ganster, 1995; Thompson et al., 1999).  These 

findings indicate that perceptions of a supportive organizational environment can indeed 

reduce conflict resulting from competing family and work demands, thereby mitigating 

negative work related consequences (Allen, 2001; Frye & Breaugh, 2004; Thomas & 

Ganster, 1995; Thompson et al., 1999).    As discussed in Chapter 2, one component of a 

non-work supportive environment involves the employee’s perception that an 

organization is flexible in allowing him or her to schedule work around non-work 

activities.  Research has suggested that organizations that allow employees to schedule 

work time around non-work responsibilities may help employees more fully engage in 

work by reducing the time-based family-work conflict.  In support of this, Major, Klein, 

& Ehrhard (2002) examined employee’s use of flexible scheduling and found that an 

employee’s ability to take time off from work during his or her normal shift to take care 

of personal responsibilities indicated significantly reduced interrole conflict. Moreover, 

findings indicate that family supportive practices, particularly flexible schedules and 

supportive supervision, significantly impacted employees’ perceptions of their ability to 

control their work and family domains.  Specifically, employees who worked for family-

supportive organizations felt a greater sense of control over their work and family 

responsibilities, which in turn reduced their perceptions of conflict and strain and 

increased their job satisfaction (Thomas & Ganster, 1995). 

In another study, Thompson et al. (1999) surveyed 276 managers and 

professionals and found that perceptions of a supportive work-family organization 
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significantly affected their reported work-family conflict.  When employees perceived 

fewer negative career consequences associated with devoting time to family matters they 

reported lower levels of conflict between their family and work roles. 

Based on the above findings, it is reasonable to expect that individuals’ employed 

by organizations that support their non-work role participation may be better able to cope 

with their non-work demands than their less-supported counterparts, thereby mitigating 

the negative impact of non-work demands on their ability to engage at work.  For 

example, employees who perceive their organizations as being flexible in allowing them 

to schedule work around non-work responsibilities, as well as those who perceive their 

supervisors as supportive of their non-work pursuits may be better able to juggle their 

work and non-work demands and more fully engage in work.  Moreover, an employee’s 

perception that the organization is supportive of his or her participation in non-work 

roles, may help alleviate the stress and strain associated with non-work demands, and 

thereby enable him or her to fully engage in work. 

In sum, research indicates that the level of organizational support for participation 

in non-work activities significantly impacts an employees’ ability to successfully juggle 

work and non-work responsibilities.  A review of the literature revealed no empirical 

study assessing the degree to which perceptions of a non-work supportive organizational 

environment impact the relationship between non-work role demands, and an individual’s 

ability to engage in work.  However, it is plausible that a non-work supportive 

environment, where employees feel that they will not be penalized for using the support, 

may weaken the negative impact of the demands associated with non-work commitment 

on work engagement.  Therefore, the following hypothesis is offered: 
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H2a:  Perceptions of a non-work supportive organizational environment 
moderate the relation between non-work demands and work engagement, such 
that a non-work supportive environment will significantly weaken the negative 
relation between non-work demands and work engagement. 
 

The Relationship Between Work Engagement and Job Performance 

To reiterate, job performance in the current study is defined as the total value to 

the organization of the discrete behavioral episodes that an individual carries out over a 

standard period of time (Motowildo, 2003).   Much of the research on job performance 

has focused on identifying its individual and situational correlates.  Recently, it has been 

speculated that work engagement may be an important condition for effective work 

performance (Kahn, 1990, 1992). 

Research has emphasized the decision to participate in the work role as a 

fundamental necessary condition for role performance (March & Simon, 1958; Naylor, 

Pritchard, Ilgen, 1980).  However, Kahn (1990, 1992) argues that it is not sheer 

participation, but rather engagement that is necessary for effective job performance.  He 

suggests that people can use varying degrees of their selves, physically, cognitively, and 

emotionally, in the roles that they perform, and the more people draw on their selves, the 

better their role performances.  Initial research examining the impact of engagement on 

job performance has provided empirical support for this assertion.  For example, the 

literature suggests that individuals fully engaged are more attentive and absorbed in their 

work.   Work engaged individuals put forth greater effort, innovation, and creativity on 

behalf of the organization than their less engaged counterparts (Kahn, 1990, 1992).   

Moreover, findings indicate that work engagement is linked with positive work affect, 

which has positive implications for job performance (Rothbard, 2001). 
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In sum, despite the limited number of studies that have assessed the impact of 

work engagement on job performance, initial empirical evidence suggests that work 

engagement may be an important factor influencing job performance.  Specifically, 

individuals who are more fully engaged in their work will have enhanced performance, as 

compared to their less engaged counterparts.  Therefore: 

H3:  There is a positive relation between work engagement and job performance. 
 
 
The Enrichment Path 
 
The Resources Acquired From Non-work Role Commitment 

 To reiterate, a resource is an asset that may be drawn upon when needed to solve a 

problem or cope with a challenging situation (Greenhaus & Powell, 2006).  As discussed 

in Chapter 2, role theory suggests that participation in social roles provides individuals 

with opportunities to acquire role-specific resources (Kahn et al., 1964). 

Theory and empirical research have identified a number of resources that 

individual’s may acquire as a result of non-work role participation, including 

interpersonal and task-related skills, psychological resources, such as self-esteem and 

confidence, broadened perspectives, and social capital  (Greenhaus & Powell, 2006; 

Ruderman et al., 2002; Voydanoff, 2004a; Voydanoff, 2004b).    In her recent work, 

Voydanoff (2004a; Voydanoff, 2004b) identified two types of resources that may be 

acquired through role participation.  Enabling resources, such as interpersonal and task-

related skills, are associated with the structure or the content of domain activities, and 

therefore are developed through role activity.  For example, individuals may develop 

planning and administrative skills through managing a household (Ruderman et al., 

2002).  In support of this, in a qualitative study designed to identify resources acquired 
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from personal life role commitment, sixty-one female managers indicated that parenthood 

and involvement in other relationships outside of work helped them develop interpersonal 

skills such as listening, questioning, and communicating skills.  Moreover, these women 

indicated that their active participation in non-work roles helped them become more 

efficient, focused, and organized as they juggled their various role commitments. 

Another enabling resource that may be acquired through non-work participation is 

social capital (Voydanoff, 2005).  Focusing on resources acquired from involvement in 

community relations, Voydanoff argued that individuals may gain information and 

influence from social integration, or the interconnectedness with others and with social 

institutions.  Inasmuch, respondents in Ruderman et al.,’s (2002) study indicated that 

their experiences in roles outside of work provided them opportunities to gain social 

capital in the form of valuable advice and insights from their friends and family 

members. 

Voydanoff’s (2004a, 2004b) second type of resource involves psychological 

rewards.  In Sieber’s (1974) early work on the benefits of role accumulation, he proposed 

that individuals’ involved in multiple roles have opportunities to acquire certain rewards 

or privileges.  Among these rewards were psychological benefits, such as self-esteem.  

These psychological resources are derived from participation in meaningful activities or 

role for which individuals gain a sense of accomplishment and value.  Empirical research 

has supported the notion that individuals may gain enhanced psychological resources 

from their non-work role participation.  For example, twenty-three percent of Ruderman 

et al’s., (2002) study stated that their commitment to non-work roles provided 

psychological benefits.  Taking risks and successfully coping with challenges helped 
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build their strength and confidence and self-esteem. Inasmuch, participation in non-work 

roles that were meaningful and self-valued provided these women with opportunities to 

build their self-esteem and confidence. 

The fourth resource that individuals are expected to acquire from non-work role 

participation involves broadened perspectives.  Greenhaus and Powell (2006) suggest that 

individuals may learn to respect individual differences (Ruderman et al., 2002) or be 

more understanding of other people’s problems (Crouter, 1984) through experiences 

gained from non-work role participation.  In support of this, respondents in Ruderman et 

al.,’s (2002) study indicated that raising children and participating in relationships outside 

of work helped them to respect individual differences.  For example, one respondent 

mentioned that raising her children helped her to recognize that each child requires 

special attention and has individual needs. Moreover, another respondent indicated that 

having commitments outside of work enabled her to view situations more objectively 

(Ruderman et al., 2002). 

In sum, the above discussion provided theoretical rationale and empirical 

evidence that interpersonal and task-related skills, broadened perspectives, self-esteem 

and confidence, and social capital are resources that may be acquired through an 

individual’s commitment to non-work roles.  These resources have been identified in the 

literature and qualitatively found to develop through role commitment.  However, we 

know little about the process by which these resources are generated and it is plausible 

that individuals acquire resources not only directly through role participation, but also as 

a result of their investment of time and energy in roles for which they are highly 

committed.  For example, it is reasonable to expect that individuals who exert significant 
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time and energy into a role, such as community involvement, may acquire greater 

information from their social interaction with other volunteers than individuals who 

invest little time and energy in role activities. 

 Despite a lack of empirical evidence, based on the above rationale, the following 

hypotheses are offered: 

H4a:  There is a positive relation between non-work role commitment and 
resource acquisition. 
H4b:  Time and energy investment partially mediate the relation between non-
work role commitment and resource acquisition. 

 
 
The Relationship Between The Resources Acquired From Non-Work Role Commitment 

and Job Performance 

The previous section hypothesized that the more highly committed individuals are 

to non-work roles, the greater the resources that are acquired from those roles.  This 

discussion focused on within role resource acquisition.  The literature further suggests 

that the resources acquired from role participation can be transferred across or between 

roles to enhance performance in other roles.  Specifically, resources acquired from non-

work role participation can be transferred to enhance performance in the work role 

(Greenhaus & Powell, 2006). 

Theories depicting the processes by which participation in one role may enhance 

performance in another role have focused primarily on the roles of work and family 

(Greenhaus & Powell, 2006; Grzywacz, 2002).  For example, Greenhaus and Powell 

(2006) provide a theory of work-family enrichment, in which they argue that experiences 

in one role (work or family) can enhance the quality of life in another role (family or 

work).  According to these authors, one way in which enrichment can occur is through 
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the direct application of a resource generated in one role to another role, thereby 

enhancing performance in the second role.  For example, communication skills developed 

through community volunteering can be used to more effectively communicate at work.  

In addition, feelings of self-esteem and confidence derived from personal experiences, 

such as parenting, can enhance feelings of confidence at work (Ruderman, 2002). 

Empirical studies provide evidence that participation in non-work roles can, 

indeed, enrich experiences in the work role.  For example, marriage and the presence of 

children have been positively linked to income, advancement, and job satisfaction - three 

widely used indicators of career success (Bretz & Judge, 1994; Friedman & Greenhaus, 

2000; Jacobs, 1992; Judge & Bretz, 1994; Landau & Arthur, 1992; Melamed, 1996; 

Pfeffer & Ross, 1992; Schneer & Reitman, 1993).  Evidence more specifically supporting 

the argument that participation in non-work roles can enhance job performance comes 

from two recent studies.  Ohlott, Graves, & Ruderman (2004) examined the effects of 

family role commitment on managers’ job performance, and found that parental role 

commitment enhanced managers’ performance evaluations as well as their self-efficacy 

at work.  Moreover, Ruderman et al., (2002) provide compelling evidence of the benefits 

of participation in non-work roles on work performance.  Using results of the qualitative 

study previously discussed, the authors examined the relationships between the 

managers’ non-work role commitment and their managerial effectiveness as rated by 

their bosses, peers, and subordinates.  Not only did results from the qualitative study 

show that many of the managers believed their own commitment to non-work life roles 

helped them to be more effective managers, results from a quantitative study indicated 

that their colleagues perceived managers with greater non-work role commitment as 
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having better interpersonal and task-related managerial skills than their less committed 

counterparts (Ruderman et al., 2002). 

In sum, theory and empirical research indicate that the resources gained from 

experiences in personal life roles can be used to enhance performances at work.    

Therefore, based on the above rationale, the following hypothesis is offered: 

H5:  There is a positive relation between the resources acquired from non-work 
role participation and job performance. 

 

The previous section hypothesized that the resources generated from non-work 

role participation can be transferred to enhance job performance.  However, theory 

indicates that the transference of some resources from one role to another may be an 

intentional decision, and therefore, individuals may differ with respect to their propensity 

to intentionally apply specific resources.  One variable that may influence this decision is 

the level of commitment an individual has for his or her career. 

The Influence of Career Commitment on the Relationship Between Resource Acquisition 

and Job Performance. 

To reiterate, career commitment refers to the degree to which an individual is 

attached to his or her profession or vocation.   As discussed in previous hypotheses, the 

literature suggests that individuals commit to roles that are important for one’s self-

identity.  Individuals categorize themselves into multiple social categories, which are 

then arranged into a hierarchy based on the salience of each category (Stryker, 1968).  

Identity salience is important because the importance we attach to each identity impacts 

the level of effort we put into each role and how well we perform in that role (Burke & 
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Reitzes, 1981).  Accordingly, individuals who are highly committed to their careers are 

likely to invest significant effort into effective role performances. 

Expectancy theory can help explain why a career committed individual may be 

more likely to intentionally transfer a resource to enhance job performance than an 

individual for whom the career role is less salient.  Expectancy theory proposes that an 

individual is most likely to engage in a behavior when the behavior is thought to lead to 

the attainment of a highly valued outcome (Vroom, 1964).  In the current context, the 

decision to transfer a resource acquired from non-work role participation is most likely 

for individuals for whom job performance is important.  The literature suggests that 

individuals invest in roles which enhance their self-identity, and therefore, career 

committed individuals are likely to intentionally transfer a resource acquired from non-

work role participation to enhance their job performance because enhanced performance 

can be used to re-affirm or enhance an important self-identity. 

In sum, social identity theory suggests that the more important a role is to one’s 

self-identify, the more likely an individual is to invest in that role.  Since career 

commitment reflects the important of one’s career to their self-identity, individuals who 

are highly committed to their careers are likely to intentionally apply the resources 

generated from non-work role participation to enhance their work role performance.  

However, it is important to point out that the transference of a resource may be more or 

less deliberate depending on the resource.  For example, while individuals’ may willingly 

choose to invest the skills and social capital acquired from non-work role participation 

into their work role, the transference of perspectives and psychological resources (i.e. 
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self-esteem and confidence) may not reflect a conscious, deliberate process (Greenhaus 

and Powell, 2006).  Therefore, both a hypothesis and research question are offered: 

H5a:  Career commitment moderates the relation between the relationships of 
interpersonal and task-related skills and social capital acquired from non work 
role participation with job performance such that the relationships are stronger 
for individuals with high career commitment.   

 

RQ1:  Does career commitment moderate the relationships between all of the 
other resources acquired from non-work role participation and job performance?  
More specifically, is it an intentional decision to apply broadened perspectives 
and self-esteem to enhance job performance? 
 
As the preceding sections hypothesized, an individual’s ability to engage and 

perform in the work role is determined by the demands and resources generated from his 

or her commitment to non-work life roles.  It is expected that the more roles for which an 

individual is highly committed, the greater the demands and the greater the resources.   

Moreover, it is expected that career commitment and a non-work supportive environment 

moderate these relationships such that individuals who are highly committed to their 

careers are more likely to transfer the resources gained from non-work role participation 

than their less committed counterparts, and therefore have enhanced job performance.  In 

addition, individuals employed by organizations that support their participation in non-

work roles are likely to be better able to manage their non-work demands than their less-

supported counterparts, enabling them to more fully engage in work. 

The following sections discuss the ways in which work engagement and job 

performance impact an employee’s career growth prospects.  The following hypotheses 

suggest that job performance and work engagement influence a manager’s perception of 

the employee’s commitment to both the organization and his or her career, which 
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ultimately impact the likelihood he or she will be grow through either hierarchical 

promotion or within current job experiences. 

The Relationships Between Job Performance, Work Engagement and Managerial 

Perceived Work Commitments 

Job Performance and Managerial Perceived Organizational and Career Commitments 

Work-related commitment has been linked with a number of positive outcomes 

for both organizations and individuals.  Therefore, not surprisingly, significant research 

has focused on ways of developing and enhancing commitment among employees 

(Mowday, Porter & Steers, 1982).  The vast majority of this research has focused on self-

reported measures of commitment; however, scholars have asserted that individuals such 

as supervisors and peers who are well-acquainted and work in close proximity with 

employees provide an important perspective and should be able to evaluate diverse and 

disparate work-related behaviors and attitudes (Murphy & Cleveland, 1995). 

To reiterate from Chapter 2, work commitments in the current study include 

organizational and career components and are examined from the perspective of the 

manager.  Specifically, managerial perceived organizational commitment is defined as 

the degree to which a manager perceives the employee to be emotionally attached to the 

organization and to identify with the organization’s goals.  Managerial perceived career 

commitment refers to the degree to which a manager perceives the employee to be 

emotionally attached to his or her profession or vocation.  These definitions are consistent 

with Meyer and Allen’s (1991) affective dimension of commitment in that they refer to 

the perception that the employee remains with the organization and/or within their career 

field because he or she wants to, rather than has or ought to. 
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A review of the literature revealed relatively little scholarly attention assessing 

managerial perceptions of employee commitment.  However, attribution theory may be 

used as a theoretical basis for explaining this relationship.  Attribution theory (Heider, 

1958) focuses on how people make casual explanations.  The theory is concerned with 

the ways in which people explain, or attribute, the behavior of others.  It explores how 

individuals attribute causes to events and how this cognitive perception affects their 

motivation.  The theory suggests that individuals automatically make attributions based 

on relevant cues and automatically categorize a focal person by that category.  Feldman 

(1981, 1986) in his information-processing theory suggests that humans have limited 

information processing capabilities, and therefore shortcuts are taken when attaching 

meaning to and making attributions about the individual traits and behaviors of others 

(e.g. DeNisi, Cafferty, & Meglino, 1984; Feldman, 1981, 1986).  According to the theory, 

individuals process information through a series of stages including attention, 

categorization, recall, and information integration.  Raters attend to information that is 

salient and then mentally assign employees into categories based on those salient 

characteristics or attributes (e.g. DeNisi et al, 1984).  According to Feldman (1981, 

1986), person categorization occurs early in the relationship between an employee and a 

manager and is essential to perception, information storage, and organization.  

Specifically, managers form expectations about employees based on a categorization 

process which is influenced by extraneous cues and observable behaviors.  Once the 

categorization of an employee as, for example, committed has occurred, it influences the 

information the manager attends to, remembers, and recalls (Feldman, 1981, 1986). 
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Based on Feldman’s social information processing theory, Shore, Barksdale, and 

Shore (1995) provided an early framework for assessing managerial perceptions of 

employee commitment.  The authors argued that observable characteristics of the 

employee, such as job performance, serve as cues from which managers make judgments 

about employees’ commitment to the organization.  In support of this, results from their 

empirical study indicated that job performance significantly influenced a manager’s 

perception of an employee’s affective commitment to the organization.  Specifically, 

managers viewed employees who went above and beyond the requirements of their jobs 

as more highly commited to their organizations than employees who failed to perform 

their jobs as well (Shore, Barksdale, and Shore, 1995).  Similar support was provided by 

Allen and Rush (1998) who examined the degree to which contextual performance 

contributed to perceived affective organizational commitment.  Managers perceived 

employees who enaged in organizational citizenship behaviors as more highly committed 

to their organizations than their counterparts who engaged in fewer citizenship behaviors. 

In sum, theoretical and empirical evidence supports the notion that managerial 

perceptions of commitment are influenced by extraneous cues and observable behaviors.  

Specifically, this research suggests that an employee’s performance on the job may act as 

a cue from which managers base their perceptions of the individual’s commitment to the 

organization.  Moreover, despite a lack of empirical evidence, it is plausible that job 

performance may also act as a cue from which managers may base perceptions of an 

employee’s commitment to his or her career.  Because career committed individuals have 

a strong devotion or emotional attachment to their careers, and desire growth and 

advancement in their profession, the extent to which an employee fulfills his or her job 
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requirements may serve as a cue from which managers may make inferences about the 

employee’s motivation to commit to his or her career. Therefore, based on the above 

rationale, the following hypotheses are offered: 

H6a:  There is a positive relation between job performance and managerial 
perceived organizational commitment.  
 
H6b:  There is a positive relation between job performance and managerial 
perceived career commitment.  
 
 

Work Engagement and Managerial Perceived Organizational and Career Commitments 

 The previous section discussed the expected relationships between job performance and 

managerial perceived work commitments.  Although a review of the literature revealed 

no study examining the influence of work engagement on perceptions of organizational 

and career commitment, based on the above discussed theoretical rationale and empirical 

evidence, similar relationships are expected. 

To reiterate, attribution theory (Heider, 1958) focuses on how people make casual 

explanations, and suggests that people actively search for explanations for the behaviors 

they observe.  According to Feldman (1981, 1986), managers’ form opinions and 

expectations about subordinates based on a categorization process which is influenced by 

extraneous cues and observable behaviors.  Such behaviors may be reflected in an 

employee’s work engagement.  Work engagement requires physical, emotional and 

cognitive investment in role performances.  An individual’s ability to employ and express 

his or her whole self in role performances is likely to bring about behaviors that provide 

cues from which a manager’s impression of the employee may be based.   For example, 

empirical evidence suggests that individuals who are fully engaged in work put forth 

greater effort and have more positive work affect than their less engaged counterparts. 
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Despite a lack of empirical evidence, it is likely that managers’ use these cues as 

bases for forming opinions about employees work commitment.   Specifically, employees 

who are more fully engaged in their work will be perceived as more committed as they 

display behaviors, such as effort and enthusiasm that are organizationally beneficial.  

Thus, the following hypotheses are offered: 

H7a:  There is a positive relationship between work engagement and managerial 
perceived organizational commitment. 

 
H7b:  There is a positive relationship between work engagement and managerial 
perceived career commitment. 

 
 

The preceding sections hypothesized the relationships between job performance 

and work engagement, and managerial perceived organizational and career commitments.  

These relationships were based on attribution theory (Heider, 1958) which suggests that 

individuals make causal attributions with respect to observed behavior.  Moreover, social 

information processing theory (Feldman, 1981, 1986) suggests that humans have limited 

information processing capabilities, and therefore, use short-cuts when judging others.  

Managers categorize employees based on salient characteristics, and once an individual is 

categorized, subsequent retrieval of information and corresponding judgments tend to be 

based on the prototypical characteristics of the category (Feldman, 1986).  Moreover, 

once the categorization of an employee as, for example committed occurs, it influences 

what the manager notices about the employee’s behavior and attributions made for the 

observed behavior (Feldman, 1986). 

The literature further suggests that person categorization is linked with the type of 

exchange relationship that develops between the manager and employee (Feldman, 1981, 

1986), and this relationship can affect managerial behaviors toward employees.  The 
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following sections provide rationale for the ways in which managerial perceptions of 

employee commitment may affect the employee’s career growth prospects.  Specifically, 

the following sections discuss the relationships between managerial perceptions of 

organizational and career commitments and two indictors of career growth prospects – 

promotabilty and career development experiences.  Based on similar rationale, the final 

hypothesis discusses the direct linkage between job performance and career growth 

prospects. 

The Relationships Between Managerial Perceived Work Commitments and Career 

Growth Prospects 

The current study examines two indicators of career growth prospects – structural 

and content advancement.  Structural advancement refers to the likelihood that an 

employee will be offered an opportunity to advance hierarchically within the current 

organization.  Content advancement refers to the likelihood that the manager will offer an 

employee opportunities to broaden one’s career through new challenges and increased 

responsibility within his or her current position.  Both of these indicators reflect a 

manager’s willingness to invest in the employee’s career. 

As indicated in a previous section, attribution theory (Heider, 1958) focuses on 

how people make casual explanations.  The theory suggests that people actively search 

for explanations for the behavior they observe.  The resulting causal attributions, in turn, 

determine the cognitive, affective, and behavioral responses to the focal person (Heider, 

1958).  In the attribution model of leadership (Green & Mitchell, 1979), subordinate 

performance observed by a manager is translated into the manager’s behavioral response 

based on his or her attributions as to the causes of the subordinate’s behavior.  Feldman 
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(1981, 1986) suggests that managers have expectations about employees based on the 

categorizations of each person, which are largely influenced by behaviors observed by 

the manager.  Once the categorization of an employee, as for example committed, occurs 

it influences the information the manager attends to, remembers, and recalls.  Feldman 

(1981, 1986) further contends that this person categorization is linked with the type of 

relationship that develops between the manager and employee, such that it sets in motion 

an exchange relationship which can directly influence managerial treatment of 

employees. 

Leader-member exchange theory can be used to explain the relationship between 

that develops between the manager and the subordinate.   The central focus of leader-

member exchange theory is the relationship and interaction between the supervisor and 

the subordinate.  The theory argues that due to time and resource constraints, supervisors 

do not interact with subordinates uniformly.  Rather, they develop a special relationship 

with an “in-group” set of employees (Graen & Scandura, 1987).  “In-group” subordinates 

can be counted on by their supervisors to perform unstructured tasks, volunteer for extra 

work, and take on additional responsibilities.  In turn, supervisors exchange personal and 

positional resources such as providing the “in group” with special privileges, such as 

higher levels of responsibility, decision influence, and access to resources for which “out-

group” employees are not offered (Graen & Cashman, 1975). 

The limited empirical research examining commitment perceptions on subsequent 

managerial behaviors has utilized leader-member exchange to explain the relationship.  

These studies have provided initial evidence that commitment judgements may indeed act 

as cues from which managers classify employees into either “in group” or “out group” 
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categories, and furthermore influence managerial behavior toward employees.  For 

example, Shore et al., (1995) assessed the degree to which managers’ evaluations of 

employees’ organizational commitment influenced promotability assessments.  The 

authors found that perceived affective commitment was positively related to 

promotability ratings, such that managers who perceived their employees as having high 

affective commitment to the organization were likely to view these individuals as being 

more promotable than employees perceived as less committed.  Moreover, employees 

perceived as highly committed were assessed as having greater managerial potential than 

their less-committed counterparts (Shore et al., 1995). 

Similarly, Allen, Russell, and Rush (1994) found a positive relation between 

perceived organizational commitment and reward recommendations.  Specifically, 

employees perceived a highly committed were more likely to be recommended admission 

into a fast-track executive training program, recommended as a mentor, and awarded a 

salary increase than employees perceived as less committed to the organization.  

Moreover, in a separate study, Allen and Rush (1998) found that perceptions of 

organizational commitment had a positive relation with reward recommendations such 

that employees perceived as being more committed to the organization were 

recommended more highly for salary increases and promotions than employees who were 

perceived as less committed. 

In sum, theory and empirical research indicate that managerial perceptions of 

employee commitment do indeed impact subsequent evaluations and behaviors toward 

employees.  Highly committed employees are seen as vital to the organization, and 

therefore, employers may find it desirable to offer more rewards to their committed 
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employees (Powell, 1993).  Moreover, managers who perceive employees as highly 

committed are likely to view these individuals as desiring, as well as deserving 

opportunities to develop their careers.  Empirical studies thus far have focused 

specifically on perceptions of organizational commitment without consideration of other 

forms of commitment.  However, because managers who perceive employees as 

committed to their careers acknowledge that these employees are devoted to their careers 

and seek to grow and develop within their chosen profession perceptions of career 

commitment may also influence a manager’s evaluations and behaviors toward 

employees.  Therefore, theory and empirical evidence would suggest the following 

hypotheses: 

H8a:  There is a positive relationship between managerial perceived 
organizational commitment and career growth prospects. 

 
H8b:  There is a positive relationship between managerial perceived career 
commitment and career growth prospects.   
 
 

The Relationship Between Job Performance and Career Growth Prospects 

It was argued in the previous sections that an employee’s job performance and 

work engagement provide behavioral cues from which management may make 

perceptions of an employee’s commitment to his or her organization as well as his or her 

career.   In turn, these commitment perceptions influence management’s behavior toward 

and treatment of employees, such that individuals who are perceived as more committed 

are more likely to be offered career enhancing assignments. 

The literature also suggests that job performance may directly influence an 

individual’s career growth prospects.  Using similar rationale that was offered for 

previous hypotheses, research has indicated that an individual’s job performance provides 
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a significant cue from which management may make assessments regarding career 

growth decisions.  Research indicates that past performance is a significant indicator of 

future performance and that employees who use their knowledge, skills, and abilities to 

contribute to the efficiency and effectiveness of the organization are often rewarded 

through advancement and growth opportunities (Beehr, Taber, & Walsh, 1980; Gemmill 

& DeSalvia, 1977; Van Scotter, Motowildo, & Cross, 2000).   Using leader-member 

exchange theory, it is likely that job performance provides a significant cue from which 

to categorized an employee as “in-group” or “out-group.  To reiterate, “in-group” 

employees are high performers, are committed and loyal to their organization, and 

volunteer for additional duties.  In turn, these employees are offered special privileges 

such as increased responsibility and decision latitude. 

As an example, in a recent longitudinal study of Air Force mechanics, Van 

Scotter, Motowildo, and Cross (2000) examined the degree to which job performance 

influenced promotability ratings and career advancement.  Results indicated that in a one 

year period, employees with high job performance ratings had advanced into higher ranks 

than employee who had low job performance ratings.  Moreover, higher performers were 

rated as being more promotable than their lower performing counterparts. 

 In sum, the literature indicates that job performance may significantly influence 

promotion decisions.  Specifically, empirical research has found that employees with 

enhanced job performance are more likely to be recommended for promotions than their 

lower performing counterparts.  Extending these findings, it is reasonable to expect that 

job performance will also influence the likelihood that a manager will offer employees 

within job career enhancing experiences.  Therefore: 
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H9:  There is a positive direct relation between job performance and career 
growth prospects. 

 

Contributions to the Literature 

The current study contributes to the literature in a number of ways.  First, this 

study examines the impact of an individual’s commitment to a wide array of non-work 

roles on their career growth prospects.  In examining this relationship, this study seeks to 

identity the demands and resources associated with non-work role commitment, and the 

effects of these demands and resources on an employee’s ability to engage in work and 

their job performance, respectively.  Next, this study contributes to the literature by 

examining the impact of job performance and work engagement on managerial 

perceptions of employee organizational and career commitment, and ultimately the 

impact of perceived commits on career growth prospects.  Finally, this study seeks to 

identify the conditions under which an employee’s commitment to non-work roles can 

promote positive career related outcomes. 
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 Chapter 4:  Research Design and Methodology 

 

Chapter 4 discusses the research design and methodology adopted in this study.  

The chapter provides an overview of the research design, sample characteristics, and 

procedures for data collection.  In addition, Chapter 4 presents the measures used in the 

study, as well as the data analysis techniques used to test the hypotheses. 

Research Design 

The purpose of this study is to examine the relationship between an individual’s 

commitment to non-work roles and his or her career growth prospects.  A cross-sectional, 

correlational design is used.  In cross-sectional research, data are collected at one point in 

time from any given sample of a population (Judd, Smith, & Kidder, 1991).  Although 

this limits the researcher’s ability to reach causal conclusions, cross-sectional research 

has significant time and cost advantages.  For this reason, cross sectional research has 

been deemed appropriate for studies that collect data on many variables from a large 

group of respondents (Judd et al., 1991). 

Correlational research attempts to determine whether, and to what degree, a 

relationship exists between two or more quantifiable variables.  In correlational research, 

the independent variables are observed in their naturally occurring state as opposed to 

being manipulated as in an experiment.  A number of advantages of correlational research 

have been identified in the literature, including the researcher’s ability to examine 

independent variables that are not easily manipulated, and the ability to examine complex 

multivariate research models. 

Despite these advantages, it is important to note several disadvantages that have 

been identified with cross-sectional, correlational research designs.  For example, as 
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opposed to longitudinal research, in which data are collected over multiple time periods, 

cross-sectional studies collect data at only one point in time, and therefore, the researcher 

can not predict the temporal sequence of the variables in question.  As a result, the 

causality of relationships can not be inferred.  A potential weakness with correlational 

research is common method variance as the majority of studies using this type of research 

design rely on responses from a single rater.  However, common method variance is 

limited in the current study because data are collected from two sources - supervisors and 

subordinates. 

Despite these potential weaknesses, the current study uses a cross sectional, 

correlational design for several reasons.  First, this is the first study to assess the 

relationship between an individuals’ commitment to non-work roles and his or her career 

growth prospects, and of central concern is the need to establish the presence of 

relationships prior to examining the causality among the relationships.  Second, this study 

examines the relationships among a complex set of variables that are not easy to 

manipulate or control under a laboratory setting.  Finally, given the time and cost 

efficiencies it provides, this type of research design is the most appropriate for the current 

study. 

Data Collection Procedure 

This section discusses the data collection process used in the current study.  This 

process includes developing the survey instrument, conducting pilot tests of the survey, 

and distributing the questionnaire to respondents for completion.  A general overview of 

the pilot tests and the survey distribution process is described below, followed by a 

discussion of the measures used in the study. 
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Pilot Study 

Conducting a pilot test is an important step in the survey design process, and 

involves testing the questionnaire with a small number of respondents before conducting 

the main study.  The purpose of the pilot study is to test the questionnaire for readability 

and clarity, and to identify any potential technical problems regarding the use of the 

Internet as a means for data collection.  The pilot study took place in two phases.  In the 

first phase, a sample of 10 PhD students was asked to complete paper and pencil versions 

of the survey questionnaires.  As a group, the pilot respondents were timed while 

completing the questionnaires, and were asked to provide feedback regarding the clarity 

and readability of the survey items.  Minor wording changes resulting from the initial 

pilot test were implemented prior to phase two of pilot testing. 

After the initial pilot test, the revised staff survey questionnaire was tested a 

second time using a small sample of legal secretaries.  This sample, which was 

representative of the final sample, provided feedback on both the paper and pencil 

version of the survey as well as the web-based version.  The respondents were asked to 

comment on the clarity and readability of the survey, as well as the ease of use of the 

online survey. In addition, one supervisor provided feedback on the supervisor version of 

the survey.  Again, minor changes were made to enhance the clarity, and usability of the 

survey instruments. 

Main Study 

Once the final versions of the survey instruments were developed, the next step 

was to obtain the research sample.  The target population included legal secretaries and 

their supervisors from Philadelphia area law firms.  Because this study sought to 
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determine the relationship between a respondent’s non-work role participation and his or 

her career growth prospects, it was necessary that the sample population have adequate 

opportunities for both upward and lateral advancement.  The researcher was advised that 

opportunities for advancement did indeed exist for this group of potential respondents, 

and therefore, legal secretaries were deemed to be an appropriate sample for this study. 

The process began with a meeting with several HR Directors of Philadelphia area 

law firms.  At this meeting, the researcher provided an overview of the study and 

requested that the HR Directors consider participating.   A second, follow-up meeting 

was held with those that were interested in participating in the study. Ultimately, five law 

firms agreed to participate. 

The next steps in the data collection process involved the design and completion 

of the on-line surveys. 

Collecting Paired-Data Using a Web-Based Survey 

A review of the literature revealed little guidance as to how to collect paired data 

using on-line surveys.   Therefore, the researcher had to develop a method to collect data 

while maintaining the confidentiality and anonymity of the respondents.  After receiving 

IRB approval for the study, the following steps were taken to collect data: 

1. I assigned each firm a series of six digit confidential code numbers based on the 

number of secretaries in that particular firm.  The first digit of the code number 

referred to the firm number (101001) (1 to 5), the next two digits referred to the 

secretary’s supervisor within that particular firm (101001), and the final three 

digits (0101001) referred to the secretary’s number. 
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2. I then developed a letter inviting each secretary to participate in the study.  A 

unique confidential code number (discussed above) was placed on the top right-

hand corner of each letter.  The letter was placed in a sealed envelope, which was 

also labeled with the confidential code number. 

The invitation letter (see Appendix C) included an overview of the study, 

explained who was being asked to participate, emphasized the voluntary nature of 

the study and assured complete anonymity.  In addition, the letter informed the 

secretary that he or she would be receiving an email from firm management 

providing a link to the survey.  It also explained the importance of the code 

number and asked that the secretary hold onto the letter because he or she would 

be required to enter the code number on the survey questionnaire. 

3. Next, the researcher delivered an Excel spreadsheet with a list of the firm’s 

confidential code numbers, and a packet of invitation letters to each firm.  The HR 

Director of each firm assigned each secretary a code number from the series of 

codes provided to that particular firm and then distributed the letters to the 

secretaries.  The HR Director documented each secretary’s code number so that 

he or she could refer to it when rating each secretary.  A total of 311 invitation 

letters were distributed to five firms. 

4. Several days later, each HR Director sent a follow-up email to the secretaries 

encouraging participation.  This email included the hyper-link to the survey 

website. 

5. At the same time that the email containing the secretary survey hyperlink was sent 

to the secretaries, the researcher sent a separate email to each of the HR Directors 
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which included the hyper-link to the supervisor survey.  Each HR Director was 

asked to complete one survey rating each of the secretaries participating in the 

study.  This was an important step in the data collection process as the purpose of 

the study was to assess the supervisors’ perceptions of the secretaries’ 

performance, commitment and career growth prospects. 

6. Two weeks after the surveys were administered, the HR Directors sent a reminder 

email to the secretaries reminding them of the study and again providing them 

with the survey link. 

Sample 

The sample for this study consisted of legal secretaries and their supervisors.  The 

required sample size was dependent on a number of factors including the desired power, 

effect size, and significance level.  For a power of .80, a small effect size of .10, and a 

significance level of .05, a sample of 193 respondents was necessary (Cohen, 1988).  Five 

weeks after the surveys were administered, 297 supervisor surveys (95% response rate) 

and 193 secretary surveys (63% response rate) had been received.  A total of 186 usable, 

matched-pair (supervisor and subordinate) surveys had been received, reflecting an 

overall 60% response rate. 

Demographics of Respondents 

The demographic summary statistics for the study’s respondents are reported in 

Table 2.  The average age of the secretaries was 46 years. Virtually all of the respondents 

were female (98%) and the vast majority were Caucasian (85%).  Sixty-eight percent of 

respondents were married.  The highest level of education completed for the majority of 
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the sample (56%) was a high school degree, while 24% completed an Associate’s degree, 

16% had a Bachelor’s degree and 2% had a Master’s or Professional degree. 

Measurement of Variables 

The variables used in this study were assessed using measures that were either 

newly developed for the current study (i.e., resource acquisition, managerial perceived 

career commitment) or adapted from previous research (i.e., non-work role commitment, 

non-work demands, job performance, work engagement, managerial perceived 

organizational commitment, career commitment, non-work supportive organizational 

environment, and the two indicators or career growth prospects (structural and content).  

The following sections discuss the measurement instruments, as well as the results of the 

validity and reliability analyses.  A complete listing of the study measures is provided in 

Appendices A & B. 

Tests of Reliability and Validity 

The reliability of the constructs was assessed using factor analysis.  Factor 

analysis was conducted to ascertain the dimensionality of the constructs and to examine 

the extent to which each dimension explained its associated construct (Hair, Anderson, 

Tatham, & Black, 1995).  A factor analysis produces a series of eigenvalues, which are 

examined to determine the number of dimensions, or factors, that exist.  Eigenvalues 

greater than one are considered significant (Hair, et al., 1995).  To further assess the 

dimensionality of the constructs, scree plots were produced which show the relation 

between the factors and the percentage of variance explained by each. 

A test of the internal validity of the items was conducted using Cronbach’s alpha 

to assess the reliability of the scales.  Alpha coefficients of .70 or higher (Nunnally, 1978; 
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Nunnally & Bernstein, 1994) indicate that the items in the scale are internally consistent 

with one another and that the scale is sufficiently reliable. 

Each of the hypotheses was tested using regression analysis.  Structural Equation 

Modeling (SEM) was used to examine the overall fit of the data to the model. 

Employee Measures 

Non-work Role Commitment 

Non-work role commitment refers to the summation of an individual’s 

psychological commitment to a wide array of non-work roles.  Relatively few measures 

have been developed to assess an individual’s commitment to non-work life roles. 

Moreover, even less attention has been given to measuring psychological commitment 

specifically. 

Ruderman et al., (2002) measured commitment to personal life roles using 

Amatea, Cross, Clark, and Bobby’s (1986) Life Role Salience scale. Greenberger and 

O’Neil (1993) developed a 16-item scale to measure commitment to spousal, parental and 

worker roles.  Similarly, Frone, Russell, and Cooper (1992) developed a scale to assess 

individual’s involvement in family.  However, virtually all of items in these scales 

incorporate the amount of physical time an individual spends involved in role activities as 

the indicator of commitment.  Because the current study is interested in examining an 

individual’s psychological commitment, these scales were not relevant for use in this 

study. 

Therefore, the current study adapted a scale developed by Godshalk (1997), 

which focuses specifically on an individual’s psychological commitment to non-work life 

roles.  Because psychological commitment reflects the importance, or centrality, of a role 
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to an individual’s self-identity (Greenberger & O’Neil, 1993), respondents were asked to 

indicate the importance of specific non-work activities in their overall lives.  The original 

scale included eleven activities representing an individual’s psychological involvement in 

three primary life roles:  family (spouse and parent), community, and self-preservation.  

Internal consistency for the original measure was acceptable (�=.74).  The current study 

modified the original measure to better reflect each of the five non-work life roles 

examined in the current study.  Appendix A lists the five items included in this measure. 

Respondents were asked, “For those activities in which you participate, please 

indicate the IMPORTANCE of each in your life.”  Responses were indicated on a 5 point 

scale (1 = Unimportant to 5 = Very important).  A ‘Do not participate’ option was 

provided for each role.  A summary measure of commitment to non-work roles was 

created with the roles in which respondents did not participate counting as missing data.  

It was important to create a summary measure, rather than an average measure as the 

purpose of the study was to assess the degree to which a respondent was committed to a 

variety of non-work roles.  The summary measure captured not only the number of roles 

in which an individual participated, but the degree to which the role was important in the 

individual’s life as well.  Higher scores indicated stronger commitment to non-work 

roles. 

Resource Acquisition 

To reiterate, the current study defines a resource as an asset that may be drawn 

upon when needed to solve a problem or cope with a challenging situation (Greenhaus & 

Powell, 2006).  Because there has been no previously developed scale to measure 

resource acquisition as it is conceptualized in this study, a new measure was developed. 
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In order to assess the degree to which individuals acquire resources from their 

non-work role participation, respondents were asked to consider the degree to which 

participating in each non-work activity provided them with the five specific resources 

examined in the current study (i.e., skills, self-confidence, information and advice, social 

contacts, and new ways of looking at people and situations).  For example, with respect to 

the community role, respondents were asked to indicate on a 5-point scale (1=Not at all to 

5=To a very great extent), “To what extent has volunteering in your community increased 

your skills (i.e., interpersonal skills, multi-tasking skills)”, and “To what extent has 

volunteering in your community increased your self-confidence?”  Appendix A details 

each item. 

Five separate factor analyses were conducted to examine the resource acquisition 

variable.  For each role, five items representing each of the five resources were entered 

into a factor analysis.  One factor emerged for each role (family:  eigenvalue = 3.451; 

community:  eigenvalue = 4.322; religion:  eigenvalue = 4.012; student:  eigenvalue = 

4.527; leisure:  eigenvalue = 3.662).  The scales for each role produced strong 

reliabilities:  family � = .89; community � = .96; religion � = .94; student � =.97; leisure 

� = .91.  The mean of the resources from each role was calculated and a summation score 

was created across roles.  Therefore, scores varied based on the number of roles in which 

a secretary participated as well as the degree to which resources were acquired.  Higher 

scores indicated greater resource acquisition. 

Non-work Role Demands 

The demands associated with non-work role participation included in this study 

were time and energy demands.  Following previous research on time allocation, the 
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current study assesses non-work time demands by asking participants to estimate the 

number of hours in an average week (including weekends) they spend involved in the 

role activities identified in the previous question.  Time demands were calculated as the 

sum of the number of hours spent in non-work activities. 

Energy demands reflect the cumulative level of physical and emotional energy 

that individuals expert in their non-work role activities.  Energy was measured by 

adapting four items of May, Gilson, and Harter’s (2004) work engagement scale.  This 

measure was deemed appropriate for the current study for two reasons.  First, a review of 

the literature revealed no established scale to assess the level of energy individuals’ 

expert in non-work role activities.  Second, several of the items included in the May et al. 

(2004) work engagement scale are consistent with the notion of energy demands as used 

in the current study.  For example, in order to assess the degree to which individuals exert 

emotional energy in non-work activities, respondents were asked to indicate their level of 

agreement (1=Strongly disagree to 5=Strongly agree) with the following two questions:  

“I really put my heart into… (specific non-work activity)”, and  “I often feel emotionally 

detached when...(specific non-work activity)” (reverse scored). These questions were 

followed by each of the non-work activities listed in the previous questions (family 

activities, volunteering in my community, religious activities, student, and leisure 

activities). 

To assess the degree to which individuals’ exert physical energy in non-work 

activities, respondents were asked to indicate their level of agreement (1=Strongly 

disagree to 5=Strongly agree) with the following questions:  “I exert a lot of energy 

when…(specific non-work activity)”, and “I really exert myself to my fullest 
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when…(specific non-work activity)”.  These two questions were followed by each of the 

non-work activities.  The time and energy demand items are provided in Appendix A. 

Similar to the measure of resource acquisition, five separate factor analyses were 

conducted to examine energy demands.  For each role, four items representing each of the 

four energy demands were entered into a factor analysis.  One factor of energy demands 

emerged for each role (family:  eigenvalue = 2.285; community:  eigenvalue = 2.643; 

religion:  eigenvalue = 2.349; student:  eigenvalue = 2.712; leisure:  eigenvalue = 2.187).  

The mean of the energy expended from each role was calculated and a summation score 

was created across roles.  Therefore, scores differed among secretaries depending on the 

number of roles in which he or she participated and the degree to which physical and 

emotional energy was expended in each role.  Higher scores indicated greater energy 

demands. 

In addition to creating an overall score (including both physical and emotional 

energy), separate variables were created for physical energy and emotional energy.  As 

with the overall score, the mean of physical energy was calculated for each role and then 

a summation score across roles was created.  Similarly, the mean of emotional energy 

was calculated for each role and then a summation score across roles was created.  Higher 

scores indicated greater energy demands. 

Work Engagement 

Work engagement refers to the degree to which an individual is physically, 

cognitively, and emotionally invested in the work role.  Relatively few measures of work 

engagement exist in the literature.  However, the 13-item scale developed by May et al., 

(2004) was appropriate for the current study.  This scale is based on Kahn’s (1990) 
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original work engagement construct, which was theorized to have three distinct 

dimensions (physical, cognitive, and emotional).  May et al. (2004) conducted an 

exploratory principal components factor analysis of 24 items.  Because three separate and 

reliable scales representing cognitive, emotional and physical engagement did not emerge 

from the data, an overall scale with 13 items was used.  This scale demonstrated good 

reliability (�. = .77) and had balance across the three forms of engagement (cognitive 

engagement – 4 items, emotional engagement – 4 items, and physical engagement – 5 

items).   Sample items included, “Performing my job is so absorbing that I forget about 

everything else” (cognitive), “I get excited when I perform well on my job” (emotional), 

and “I exert a lot of energy performing my job”.  Responses were made using a 5-point 

Likert scale (1=Strongly disagree to 5=Strongly agree). 

Similar to the May et al. (2004) study, an exploratory factor analysis of the 13 

items did not reveal separate and reliable scales representing the three dimensions of 

engagement.  Rather, three factors emerged that were unable to be interpreted.  

Therefore, a confirmatory factor analysis was conducted using AMOS 6.0.  Although the 

CMIN (�2 ) Goodness of Fit statistic (�2 = 123.24, df = 65, p. < .001) suggested that a one 

factor structure may not be entirely adequate, a review of several other widely used 

Goodness of Fit statistics revealed sufficient support for a one factor structure (GFI = 

.906; AGFI = .869; RMSEA = .07) .  Thus, the mean of all 13 items were used with an 

adequate reliability of .74.  A full listing of the items is provided in Appendix A. 

Perceptions of a Non-work Supportive Organizational Environment 

A perception of a non-work supportive organizational environment refers to an 

employee’s perception regarding the extent to which the organization is supportive of his 
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or her participation in personal life roles.  It is important to point out that this is an 

individual level variable and therefore, individuals may have varying perceptions of the 

level of support an organization provides based on their experiences and backgrounds. 

This variable was measured by adapting a 14-item scale developed by Allen 

(2001).  The items included in the original scale were derived to assess employees’ 

perceptions regarding the extent that the work environment was family-supportive.  

However, because the current study is interested in perceptions of not only family, but of 

a wide array of non-work life roles, the word ‘family’ was replaced with ‘non-work’ or 

‘personal’ as appropriate. 

Six of the original 14 items were used in the current study.  These six items were 

selected based on their high factor loadings on the original scale, as well as the wording 

of the items, which was consistent with the current study. Respondents were asked, “To 

what extent do you disagree or agree that each of the following statements represent the 

philosophy or beliefs of your firm (remember, these are not your own personal beliefs-

but pertain to what you believe is the philosophy of your firm).”  Sample items that 

followed these instructions included, “In my firm, it is assumed that the most productive 

employees are those who put their work before their personal life (reversed),” “In my 

firm, work should be the primary priority in a person’s life (reversed), and “In my firm, 

individuals who take time off to attend to personal matters are not committed to their 

work (reversed). The items were rated on a 5-point Likert scale ranging from 1 = 

Strongly disagree to 5 = Strongly agree.  Responses to the six items were averaged to 

provide a score that represented respondents’ perceptions of the supportiveness of their 

organization’s environment, with higher scores indicating more favorable perceptions.  
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The scale had strong internal consistency (� = .85).  A listing of these items is provided in 

Appendix A. 

Career Commitment 

As a moderator variable in the current study, career commitment refers to an 

employee’s attachment to and willingness to remain in his or her present career (Blau, 

1989).  A number of career commitment scales have been developed in the literature 

(e.g., Blau, 1985, 1988, 1993; Carson & Bedeian, 1994).  The current study adapted 

Blau’s (1985) well established Career Commitment Scale, which was designed to tap an 

individual’s emotional attachment to his or her career.  The original scale was developed 

to assess employees’ commitment to the nursing career field, and therefore, the current 

study altered the item wording to reflect the legal profession.  Sample items include, “I 

definitely want a career for myself as a legal secretary,” “If I could do it all over again, I 

would not choose to be a legal secretary (reversed),” and “This is the ideal vocation for 

me.”  Responses were made on a 5-point scale (1 = Strongly disagree to 5 = Strongly 

agree).  Responses to the items were averaged to provide a score that represented 

respondents’ career commitment, with high scores indicating greater career commitment.  

The scale had strong internal consistency (� = .85). 

Supervisor Measures 

Job Performance 

Job Performance was defined in the current study as the total value to the 

organization of the discrete behavioral episodes that an individual carries out over a 

standard period of time (Motowidlo, 2003).  Because the current sample includes 

individuals in the legal profession, specifically, legal secretaries, a copy of the general job 
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performance guidelines was obtained from the administrator of a local law firm.  

According to this source, these job performance guidelines are used by these five firms to 

assess the quality of the administrative staff’s work. 

There are four primary categories in which the job performance of legal 

secretaries is evaluated:  1) typing and transcription, 2) proofreading/editing, 3) 

administration, and 4) work styles.  Four items assess employees’ typing and 

transcription performance.  Sample items include, “Transcribes tapes using appropriate 

format, correct spelling and proper punctuation,” and “Completes typing assignments in a 

timely manner.”  Three items assess employees’ proofreading/editing performance.  

These items are, “Edits typed material for clarification and sentence structure,” 

“Proofreads typed material for misspellings, typos and other errors,” and “Composes 

routine correspondence.”  Six items assess employees’ administrative job performance.  

Sample items include, “Prepares routine legal documents according to standard format 

(e.g., deposition notices),” “Handles inquiries and conveys information to/from clients, 

attorneys and staff,” and “Handles files and correspondence for firm committees and/or 

professional associations in a timely fashion.”  Finally, six items reflect employees’ work 

style performance.  Sample items include, “Anticipates “crunches” and arranges for 

necessary secretarial and staff help,” “Seeks out and assumes new responsibilities,” and 

“Even under pressure, maintains pleasant manner with co-workers.”  These items were 

measured using the scale included with the sample evaluation form:  E-Area where 

exceptional skill is evident, M-Meets high performance standards of job, A-Average, N-

Not meeting job standards or potential, NA-Not pertinent to job. 
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A factor analysis using varimax rotation was conducted on all 19 job performance 

items.  Two factors emerged with the first factor accounting for 76% of the variance 

(eigenvalue = 14.483).  The second factor accounted for only 6 percent of the variance 

(eigenvalue = 1.171).  Due to the fact that 17 of the 19 items loaded on the first factor and 

the very high intercorrelations between the four categories of job performance (ranged 

from .755 to .907), all 19 items were included in the measure of job performance.  Again, 

responses to the 19 items were averaged to provide a score that represented supervisor 

ratings of secretaries’ job performance.  The scale had a very high reliability (� = .98). 

In addition to the 19 item measure of job performance, a two item general 

measure of job performance was assessed.  The two items were “Overall, how would you 

rate the quality of the employee’s job performance,” and “Overall, how would you rate 

the quantity of work the employee produces.”  Supervisors indicated their assessment of 

the employee’s job performance using a 5-point scale (1=Far below expectations to 5= 

Far exceeds expectations).  The measure had high internal consistency (� = .93) and was 

highly correlated with the 19 item job performance measure (.82, p. = .001). 

Managerial Perceived Work Commitment 

Managerial Perceived Organizational Commitment 

Managerial perceived organizational commitment is defined as a manager’s 

perception of an employee’s emotional attachment to his or her current organization.  

Although there have been many well-established organizational commitment scales, such 

as the Affective, Continuance, and Normative Organizational Commitment Scales by 

Meyer and Allen (1984, 1991), and the Organizational Commitment Scales by Mowday 
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et al. (1982) and Porter et al. (1974), only one manager-rated scale has been developed in 

the literature. 

The present study adopted the scale developed by Shore et al. (1995), which 

assesses a manager’s perception of an employee’s affective commitment to the 

organization.  The scale, which is based on Allen and Meyer’s (1984) ACS and Mowday 

et al.’s (1982) OCQ, consists of 4 items including, “The employee views the 

organization’s problems as his or her own” and “The employee really cares about the fate 

of this organization.”  Responses to the 4 items were averaged to produce a score that 

represented managerial perceptions of the secretaries’ organizational commitment.  The 

Shore et al. scale had an acceptable alpha coefficient (�=.87).  All four items are listed in 

Appendix B. 

Managerial Perceived Career Commitment 

In the present study, managerial perceived career commitment refers to a 

manager’s perception of an employee’s emotional attachment to his or her profession or 

vocation (Blau, 1985).  Although there have been several career commitment measures 

developed in the literature (i.e., Blau, 1985, 1988, 1993; Carson & Bedeian, 1994), no 

scale was found that assessed managerial-perceived career commitment.  Therefore, a 6-

item measure was developed specifically for this study. 

Similar to the measure used to assess managerial perceived organizational 

commitment, managerial perceived career commitment was assessed by adapting the 

affective occupational commitment scale developed by Meyer and Allen (1993).  

However, because the current study is interested in assessing a manager’s perception of 

his or her subordinates’ career commitment rather than the secretary’s own attitude, items 
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from the original scale were adapted.  In addition, because this scale was originally 

developed to assess employees’ commitment to the nursing career field, the current study 

alters the item wording to reflect the legal profession.  Sample items included, “Being a 

legal secretary appears to be important to the employee’s self-image,” “The employee 

appears to be proud to be a legal secretary” and “The employee appears to be enthusiastic 

about being a legal secretary.”  Responses to the items were averaged to produce a score 

that represented managerial perceptions of the secretaries’ career commitment.  The 

original scale showed adequate reliability (�=.85). 

In order to validate the measures of managerial perceived organizational 

commitment and managerial perceived career commitment, a factor analysis of the 10 

commitment items was conducted.  When the items were entered in the factor analysis, 

two factors emerged.   The first factor had an eigenvalue equal to 7.336 and was 

comprised of 8 of the 10 items; the second factor had a much lower eigenvalue equal to 

1.415.  The two work commitment variables were very highly correlated (.83, p. = .000).   

Therefore, due to the high loading on one factor, and the high correlation between the 

constructs, one composite measure including all 10 managerial perceived work 

commitment items was created.  The composite work commitment scale showed a very 

strong internal consistency (�=.96).  Table 3 shows the factor loadings for this scale. 

Career Growth Prospects 

Career growth prospects in the current study refers to the likelihood that an 

employee will be offered increased responsibilities, challenging assignments, and 

learning opportunities that promote career growth and development.  Drawing from the 

literature on career plateauing, two indicators of career growth are included in this study: 
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1) structural growth and 2) content growth.  The following sections discuss the 

measurement of these variables. 

Structural Growth Prospects 

To reiterate from Chapter 2, structural growth prospects reflect the likelihood that 

responsibilities and challenges will be received via hierarchical advancement (i.e., 

promotion).   This variable was measured using an adapted measure of structural 

plateauing developed by Milliman (1992), which asks respondents to indicate their 

agreement or disagreement with 6 items pertaining to the likelihood that they would 

advance hierarchically within their current organization.  Sample items from this measure 

included, “I expect to be promoted in my company”, and “I expect to advance to a higher 

level in my company.” 

Because the aim of the current study was to determine the manager’s perception 

of the likelihood that his or her subordinate will advance hierarchically in the 

organization, rather than the secretary’s perception, the wording of the original items was 

altered accordingly.  For example, the above items were altered to “It is likely that this 

employee will be promoted within the organization”, and “This employee is unlikely to 

obtain a higher level job in this organization” (reversed).  A complete list of these items 

is provided in Appendix 2.  Managers indicated their agreement or disagreement with 

items using a 5-point Likert scale (1=Strongly disagree to 5= Strongly agree). The scale 

showed strong reliability (� = .95). 

Content Growth Prospects 

Content growth prospects reflect the likelihood of increased responsibilities and 

challenges within one’s current job.  This variable was assessed using an adapted 
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measure of content plateauing developed by Milliman (1992).  The original measure 

asked respondents to assess their expected level of future increases in responsibility and 

growth potential.   Sample items from this measure included, “I will learn and grow in 

my current job”, and “I expect to be continually challenged in my current job”. 

Again, because the current study was interested in assessing the manager’s, rather 

than the secretary’s perception of content advancement prospects, the wording of the 

items was altered accordingly.  For example, the above items were amended to read “It is 

likely that this employee will learn and grow within his or her current job”, and “It is 

likely that this employee will be continually challenged in his or her current job”.  

Managers indicated their agreement or disagreement with items using a 5-point Likert 

scale (1=Strongly disagree to 5= Strongly agree). The scale showed strong reliability (� = 

.88).  Appendix B provides a listing of these items. 

To determine the distinctions between the structural and content career growth 

constructs, factor analysis was conducted.  All 11 career growth items were entered into 

the factor analysis and two factors emerged.  Factor 1 was comprised of items 

1,3,5,7,9,11 with an eigenvalue of 5.251.  The variance explained by this factor was 48%.  

This factor represented the Structural Career Growth variable.  Factor 2 was comprised of 

items 2,4,6,8,10 with an eigenvalue equal to 3.394.  The variance explained by this factor 

was 31%.  This factor represented the Content Career Growth variable.  Table 4 shows 

the factor loadings for this scale. 

Additional Variables of Interest 

Data were collected on several additional variables for either control purposes or 

for use in future analysis.  Demographic and background characteristics were collected 
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from both supervisors and secretaries to provide a descriptive profile of the composition 

of the respondents.  Moreover, the demographic and background data helped to identify 

potential confounding variables that were controlled for during hypothesis testing.  

Supervisors were asked to provide their age, gender, race, education level, organizational 

and job tenure, and the length of time they have supervised the particular employee for 

whom they are completing the survey.  Similarly, secretaries were asked to provide their 

age, gender, race, educational level, and organizational and job tenure, as well as their 

marital status.  Appendices A & B provide listings of these items. 

In addition, since supervisory ratings were provided by five managers from five 

different firms, it was likely that differences in performance ratings may exist.  As such, 

an ANOVA test was performed to examine differences in supervisor ratings of 

performance.  As expected, there were significant differences in performance ratings (F = 

4.477, p < .01).  Given these rating differences, four dummy variables were created to 

control for supervisor evaluations. 

Data on additional variables was also collected for use in future analysis.  These 

variables include employee-rated organizational commitment, work-family enrichment, 

work-family conflict, employee-rated job performance, and employee rated career growth 

prospects (structural and content advancement). 

Hypothesis Testing  

Hypothesis 1.  Hypothesis 1 predicted a positive relation between non-work role 

commitment and non-work demands.  To test this relationship, two hierarchical 

regression analyses were conducted – one for time demands and one for energy demands.  

In both analyses, the control variables (supervisor evaluations, job demands and number 
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of roles enacted) were entered in Step 1, followed by non-work role commitment in step 

two.  The regression coefficient for non-work role commitment and the significance level 

of the change in R2 were examined in both models to test Hypothesis 1. 

Hypotheses 2 and 2a.  Hypothesis 2 predicted a negative relation between non-

work role demands and work engagement.  To test this relationship, the control variables 

(supervisor evaluations, job demands and number of roles enacted) were entered into the 

regression model in Step 1, followed by each of the non-work role demands (time and 

energy) in step 2. The regression coefficients for each of the non-work demands and the 

significance level of the change in r2 were examined to test Hypothesis 2.  

Hypothesis 2a predicted that perceptions of a non-work supportive organizational 

environment moderate the negative relationship between non-work role demands and 

work engagement, such that the relationship would be significantly weaker for 

individuals who perceive their organization’s environment as supportive of their non-

work role participation.  In order to test this relationship, the independent (non-work role 

demands) and moderating variables (non-work supportive organizational environment) 

were centered by subtracting the mean from each variable.  Next, interaction terms were 

created by multiplying each of the non-work demands (time and energy) by non-work 

supportive organizational environment.  Perceptions of a non-work supportive 

organization was then entered in Step 3, followed by the interaction terms between each 

of the non-work role demands and non-work supportive perceptions in Step 4. A 

significant beta coefficient for the interaction term was followed up with a plot of the 

interaction to test Hypothesis H2a. 
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Hypothesis 3.  Hypothesis 3 predicted a positive relation between work 

engagement and job performance.  To test this relationship, the control variables 

(supervisor evaluations, job demands and number of roles enacted) were entered into the 

regression model in Step 1, followed by work engagement in Step 2.  The regression 

coefficient for work engagement and the significance level of the change in R2 were 

examined to test Hypothesis 3. 

Hypotheses 4a and 4b.  Hypothesis 4a predicted a direct positive relation between 

non-work role commitment and resource acquisition.  Hypothesis 4b predicted that non-

work role demands mediate the relation between non-work role commitment and 

resource acquisition.   In order to test these hypotheses, the control variables were entered 

in the first step of a regression model (supervisor evaluations, job demands and number 

of roles enacted), followed by non-work role commitment in step 2. According to Baron 

and Kenny (1986), after establishing a significant relationship between non-work role 

commitment and resource acquisition, the next step was to test relationship between non-

work role commitment and non-work role demands.  The significance of this relationship 

was determined by examining the regression coefficient for non-work role commitment 

and the change in R2.  Similarly, the relationship between non-work demands and 

resource acquisition was then examined.  Finally, an examination of the beta coefficient 

for non-work role commitment in step 3 of the regression model determined the level of 

support for Hypotheses 4a and 4b. 

Hypotheses 5 and 5a.  Hypothesis 5 predicted a positive relation between the 

resources acquired from non-work role participation and job performance.  To test this 

relationship, the control variables (supervisor evaluations, job demands and number of 
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roles enacted) were entered into the regression model in Step 1, followed by resource 

acquisition in Step 2.  The regression coefficient for resource acquisition and the 

significance level of the change in R2 were examined to test Hypothesis 5.  

Hypothesis 5a predicted that career commitment would moderate the positive 

relationship between the resources acquired from non-work role participation and job 

performance, such that the relationship would be significantly stronger for career 

committed individuals.  In order to test this relationship, the independent variable 

(resource acquisition) and the moderator variable (career commitment) were centered by 

subtracting the mean from the variable.  Next, an interaction term was created by 

multiplying resource acquisition by career commitment.  Career commitment was entered 

in Step 3, followed by the interaction term between resource acquisition and career 

commitment in Step 4.  A significant beta coefficient would be followed up with a plot of 

the interaction to test Hypothesis 5a. 

Hypotheses 6a and 6b and Hypotheses 7a and 7b.  Hypotheses 6a and 6b and 

Hypotheses 7a and 7b predicted positive relations between job performance and work 

engagement, with managerial perceived organizational commitment and managerial 

perceived career commitment.  As discussed earlier, because managerial perceived 

organizational commitment and managerial perceived career commitment were collapsed 

into one composite construct, Hypotheses 6a and 6b and 7a and 7b were condensed into 

two hypotheses (H6 and H7) examining the relationships between job performance (H6), 

work engagement (H7) and managerial perceived work commitment.  The control 

variables (supervisor evaluations, job demands and number of roles enacted) were 

entered in Step 1 of the regression model, followed by job performance and work 
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engagement in Step 2.  The regression coefficients for job performance and work 

engagement and the significance levels of the changes in R2 were examined to test 

Hypothesis 6 and Hypothesis 7. 

Hypotheses 8a, 8b and 9.  Hypothesis 8a predicted positive relations between 

managerial perceived organizational commitment and the two indicators of career growth 

prospects (i.e., structural growth prospects and content growth prospects).  Hypothesis 8b 

predicts positive relations between managerial perceived career commitment and the two 

indicators of career growth prospects (i.e., structural advancement and content 

advancement).  Again, because one composite measure of work commitment was 

ultimately used in the analyses, Hypotheses 8a and 8b were condensed into one 

hypothesis (H8).  Hypothesis 9 predicted a positive relationship between job performance 

and the indicators of career growth prospects.  To test these relationships, two regression 

analyses were performed.  In each analysis, the control variables (supervisor evaluations, 

job demands and number of roles enacted) were entered in Step 1 followed by job 

performance in step 2.  The beta coefficients and the significance of the change in R2 for 

job performance were examined for significance in each model.  Managerial perceived 

work commitment was the entered in Step 3 of the regression models.  The beta 

coefficients for work commitment in each of the regression models and the significance 

levels of the changes inR2 were examined to test Hypothesis 8.  The beta coefficient for 

job performance in step 3 was reexamined to test Hypothesis 9.  
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Chapter 5:  Results 
 

This chapter presents the results of the data analyses beginning with the 

correlation matrix of the demographic variables and the model variables.  Next, the 

results of the hierarchical regression analyses testing the study’s hypotheses are 

presented, including a number of Post Hoc analyses designed to provide insight into the 

non-significant findings and the findings that were contrary to what was expected.  

Finally, the results of the structural equation modeling (AMOS) analysis, which was used 

to test the overall study model are discussed. 

Correlational Analysis 

Table 5 presents the means, standard deviations, and intercorrelations among all 

of the variables in the study.  Correlational analyses help to determine which 

demographic variables must be controlled during hypothesis testing, as well as help to 

identify the existence of multicollinearity.  As discussed in the previous chapter, an 

examination of the intercorrelations of the original model variables indicated high 

intercorrelations between managerial perceived organizational commitment and 

managerial perceived career commitment (.83, p. < .001).  This, coupled with the fact that 

a factor analysis of the 10 work commitment items produced a single factor, lead me to 

question the existence of two separate constructs, and suggested that these two constructs 

be collapsed into one managerial perceived work commitment variable. 

The intercorrelations among the study’s variables ranged from -.48 to .82.  Larger 

than desirable intercorrelations were found between non-work role commitment and 

energy demands (.77, p < .001), and non-work role commitment and resource acquisition 

(.64, p < .001).  It was thought that the high intercorrelations between these variables 
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could be due to the common basis of measurement for these constructs, which involves 

the number of roles in which an individual participates.  Therefore, partial correlation 

analysis was conducted, and when role participation (i.e., number of roles) was 

controlled, the intercorrelations among these variables were significantly reduced 

(nonwork role commitment and energy:  rp = .52, p < .001; nonwork role commitment 

and resource acquisition:  rp = .27, p < .001).  Therefore, the number of roles in which an 

individual participates was controlled during hypothesis testing. 

Intercorrelations Among Model Variables 

Correlational analysis revealed that the level of job demands was significantly 

correlated with several mediating and moderating variables in the model.  Job demands 

was significantly related to work engagement (.34, p < .001), job performance (.22, p < 

.01), managerial perceived career commitment (.24, p < .001), non-work supportive 

organizational environment (.26, p < .001), and career commitment (.36, p < .001). 

Therefore, job demands were controlled in hypothesis testing. 

Tests of Hypotheses 

The purpose of this study was to examine the impact of an individual’s 

commitment to non-work roles on his or her career growth prospects.  Each of the model 

hypotheses was tested using regression analysis.  Tables 6-15 provide the regression 

models.  The overall fit of the data to the model was then tested using structural equation 

modeling (AMOS). 
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Hypothesis 1:  The Relationship Between Non-Work Role Commitment and Non-work 

Demands. 

This hypothesis predicted that individuals who are more highly committed to a 

wide variety of non-work roles will experience greater demands on their time and energy 

than individuals who are less committed to non-work roles. 

Two regression analyses were conducted to test Hypothesis 1 – one for time 

demands and one for energy demands – and the results are presented in Table 6.  In both 

analyses, the control variables (4 dummy variables created to control for supervisor rating 

differences, job demands, and the number of roles enacted) were entered in Step 1 of the 

regression analysis, followed by non-work role commitment in Step 2.  The hypothesized 

positive relationship between non-work role commitment and non-work demands was 

fully supported as the beta coefficients for time demands and energy demands were 

significant in the regression analyses (time:  � = .23, p < .05, energy: � = .55, p < .001).  

Non-work role commitment accounted for 2% of the variance in time demands (�R2 = 

.022, p < .05) and 13% of the variance in energy demands (�R2 = .13, p < .001).  These 

results provide support for Hypothesis 1. 

Hypothesis 2:  The Relationship Between Non-work Role Demands and Work 

Engagement. 

Hypothesis 2 predicted a negative relationship between non-work role demands 

and work engagement.  Specifically, the time and energy devoted to non-work roles 

would detract from one’s ability to engage in work.  To test this relationship, the control 

variables (supervisor rating differences, job demands, and number of roles participated) 

were entered into the regression analysis in Step 1, followed by each of the non-work role 
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demands (time and energy) in Step 2.  The non-significant beta coefficients (Step 2) for 

time demands (� = -.06, p < .447) and energy demands (� = .09, p < .428), and the non-

significant change in R2 (�R2 = .01, p < .585) indicated no support for Hypothesis 2.  

Results for this analysis are presented in Table 7. 

Hypothesis 2:  Post Hoc Analysis 

  Because no support was found for Hypothesis 2, the hypothesis was reexamined using 

two separate dimensions of energy.  As discussed in Chapter 4, both physical and 

emotional dimensions of energy were measured. 

The data were reexamined to determine whether the results changed when the two 

dimensions of energy were analyzed separately (Table 8).  After the control variables 

were entered in Step 1, emotional energy and physical energy (as well as time demands) 

were entered in the second step.  As expected, emotional energy was negatively related to 

work engagement (emotional:  � = -.34, p < .05).  However, contrary to expectations, 

physical energy was positively related to work engagement (emotional:  � = .41, p < .01).   

Additional post hoc analyses indicated that emotional energy was also negatively related 

to job performance (� = -.41, p < .001). 

Hypothesis 2a:  The Moderating Effect of a Non-work Supportive Organizational 

Environment on the Relationships Between Non-work Role Demands (Time and Energy) 

and Work Engagement. 

Hypothesis 2a predicted that the negative relationship between non-work 

demands and work engagement would be significantly weaker for individuals who 

perceive their organization’s environment as supportive of their non-work role 

participation.  After entering the control variables in Step 1 and each of the non-work role 



  109 

      

demands (time and energy) in Step 2, non-work supportive perceptions was entered into 

the regression model in Step 3.  The interaction between each of the non-work demands 

and non-work supportive perceptions were entered in Step 4. 

As seen in Table 7, the variance accounted for by all variables in the model was 

16% (R2 = .16, p< .001), with the addition of the interaction terms in Step 4 accounting 

for 3% (�R2 = .03, p < .05) of the variance.  The beta coefficient for the interaction term 

between time demands and a non-work supportive organizational environment was 

significant (� = -.17, p < .05); however, the regression coefficient for the interaction term 

between energy demands and a non-work supportive organizational environment was 

non-significant (� = .10, p < .181). 

In order to determine whether the hypothesized direction of the interaction was 

supported, the significant interaction between time demands and a non-work supportive 

organizational environment was plotted.  Contrary to predictions, Figure 3 indicates a 

negative relation between time demands and work engagement for individuals who 

perceive their organization as supportive of their involvement in non-work roles and a 

positive relation for individuals employed by less supportive organizations.  Therefore, 

no support was found for H2a. 

Hypothesis 2a:  Post Hoc Analysis 

In order to probe Hypothesis 2a more deeply, the interaction between each of the 

dimensions of energy (emotional and physical) and perceptions of a non-work supportive 

organizational environment was examined (Table 8).   A significant beta coefficient for 

emotional energy X non-work supportive organizational environment emerged (� = .29, p 

< .05).  In order to determine whether the direction of the interaction was as expected, the 
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interaction was plotted (Figure 4).  As expected, the negative relation between emotional 

energy demands and work engagement was attenuated by a non-work supportive 

organizational environment. 

Hypothesis 3.  The Relationship Between Work Engagement and Job Performance. 

Hypothesis 3 predicted a positive relation between work engagement and job 

performance.  In order to test this relationship, the control variables (supervisor rating 

differences, job demands, and number of roles in which individuals participated) were 

entered into the regression model in Step 1, followed by work engagement in Step 2.  An 

examination of the regression coefficient (� = .01, p < .912) and the lack of change in R2 

(.000) indicated no support for Hypothesis 3.  The results of this regression are shown in 

Table 9. 

In order to examine the relationship between work engagement and job 

performance more closely, a number of post-hoc analyses were performed.  For example, 

it might be expected that the demanding nature of a job could influence the relationship 

between work engagement and job performance, however an analysis of the moderating 

effect of job demands revealed non-significant results (� = .01, p < .928).  A number of 

similar analyses were conducted, however, no significant results were revealed. 

Hypotheses 4 and 4a:  The Relationships Between Non-work Role Commitment, Non-

work Demands and Resource Acquisition. 

Hypothesis 4 predicted a positive relation between non-work role commitment 

and resource acquisition.  That is, the more extensively an individual is committed to 

non-work roles, the greater the resources that will be acquired from those roles.  In order 

to test this relationship, the control variables (supervisor rating differences, job demands, 
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and number of roles in which individuals participated) were entered into the regression 

model in Step 1, followed by non-work role commitment in Step 2.  An examination of 

the beta coefficient (� = .28, p < .001) and significant change in R2 (� R2 = .034, p < 

.001) revealed support for Hypothesis 4 (Table 10a). 

Hypothesis 4a predicted that non-work demands would mediate the relationship 

between non-work role commitment and resource acquisition.  In following Baron and 

Kenny (1986), the first step in testing a mediated effect is to establish a significant 

relationship between non-work role commitment and resource acquisition (� = .283, p < 

.001).  Next, the relationship between non-work role commitment and non-work role 

demands was examined for significance (time:  � = .23, p < .05, energy: � = .55, p < .001) 

(Tables 10b & 10c).  Finally, the relationships between each of the non-work demands 

and resource acquisition were examined.  This analysis revealed a significant relationship 

between energy demands and resource acquisition (� = .48, p < .001), but not time 

demands (� = .01, p < .775) (Table 10d).  Therefore, according to Baron and Kenny 

(1986), time demands could not mediate the relationship between non-work role 

commitment and resource acquisition. 

To determine if energy demands mediate the relationship between non-work role 

commitment and resource acquisition, energy demands was entered in Step 3 of the 

regression model.  An examination of the results of the regression model (see Table 10e)  

indicate that energy demands fully mediate the relationship between non-work role 

commitment and resource acquisition, as the beta coefficient of non-work role 

commitment lost significance (overall effect of non-work role commitment, � = .283, p < 
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.001, with energy demands controlled. in Step 3, � = .03, p < .707).  Therefore, support 

was found for Hypothesis 4 and partial support was found for Hypothesis 4a. 

Hypothesis 5.  The Relationship Between Resource Acquisition and Job Performance. 

Hypothesis 5 predicted a positive relation between resource acquisition and job 

performance (19 item measure).  The control variables were entered in the first step of the 

regression model, followed by resource acquisition in Step 2.  An examination of the beta 

coefficient (� = -.20, p < .05) and the change in R2 (� R2 = .020, p < .05) indicated a 

significant relationship between resource acquisition and job performance (Table 11); 

however, the direction was contrary to my expectation.  A negative relation was found 

between resource acquisition and job performance suggesting that the more resources 

acquired from non-work roles, the lower the job performance.  Thus, no support was 

found for Hypothesis 5. 

Hypothesis 5a.  The Moderating Effect of Career Commitment on the Relationship 

Between Resource Acquisition and Job Performance. 

Hypothesis 5a predicted that career commitment moderates the relationship 

between three of the resources acquired from non-work roles (skills, information and 

social contacts) and job performance, such that the positive relationship would be 

stronger for career committed individuals.  Specifically, it was expected that individuals 

who are highly committed to their careers would be more likely to apply the resources 

gained from non-work role participation (skills, information and social contacts) to 

enhance their job performance than individuals who are less committed to their careers.  

In order to test this relationship, the interaction term between a composite score of the 

three resources and career commitment was entered in Step 3 of the regression model.  
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An examination of the beta coefficient (� = -.01, p < .857) indicated no support for 

Hypothesis 5a.  Table 12 provides the results of the regression analysis. 

Hypothesis 5a:  Post Hoc Analysis 

In light of the unsupported hypotheses, additional potential moderating variables 

were examined.  It might be expected that the length of time an individual is employed in 

his or her current job would have an impact on the relationship between the skills, 

information and social contacts acquired from non-work role participation and job 

performance.  An examination of the moderating effect of job tenure revealed that the 

interaction term between the composite measure of the three resources and job tenure 

came close to significance (� = .13, p < .071) when measured by the 19-item composite 

measure of job performance, and was significant (� = .15, p < .05) when predicting job 

performance as measured by the general 2-item scale.  Table 13 provides the results of 

these regressions analyses. 

In order to determine whether the moderated effect was in the expected direction, 

the significant interaction between the three resources (skills, information and social 

contacts) and job tenure was plotted (Figure 5).  As expected, a positive relationship 

between resource acquisition and job performance was found for individuals with high 

job tenure; however the relationship was negative for those with low job tenure. 
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The numbering of the following hypotheses has been altered due to the combining of the 

managerial perceived career commitment and managerial perceived organizational 

commitment variables. 

Hypotheses 6 and 7.  The Relationships of Job Performance and Work Engagement with 

Managerial Perceived Work Commitment. 

Hypothesis 6 predicted a positive relation between job performance and 

managerial perceived work commitment.  Hypothesis 7 predicted a positive relationship 

between work engagement and managerial perceived work commitment.  The control 

variables were entered in Step 1 of the regression followed by job performance and work 

engagement in Step 2.  As can be seen in Table 14, the beta coefficient for job 

performance (� = .45, p < .001) indicated support for Hypothesis 6.  However, no support 

was found for Hypothesis 7 as the coefficient for work engagement was non-significant 

(� = .09, p < .164).  The variance explained by all of the variables in the model was 47% 

(R2 = .47, p < .001), with the addition of job performance and work engagement 

accounting for 18% of the variance. 

Hypotheses 8 and 9.  The Relationships of Managerial Perceived Work Commitment and 

Job Performance with Career Growth Prospects. 

Hypothesis 8 predicted positive relations between managerial perceived work 

commitment and the two indicators of career growth prospects (i.e., structural growth and 

content growth).  Hypothesis 9 predicted a positive direct effect of job performance on 

the two indicators of career growth prospects.  To test these hypotheses, two regression 

analyses were performed (one for structural growth and one for content growth) (see 

Table 15).  In each analysis, the control variables were entered in Step 1 followed by job 
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performance in step 2.  The beta coefficients and the significance of the change in R2 for 

job performance were examined for significance in each model (structural:  � = .07, p < 

.154; �R2 = .00, p < .154; content: � = .37, p < .001; �R2 = .11, p < .001).  Managerial 

perceived work commitment was then entered in Step 3 of the regression models.   An 

examination of the regression models indicated partial support for Hypothesis 8 as the 

beta coefficient for managerial perceived work commitment was significant for content 

career growth (� = .345 p < .001), but not for structural career growth (� = .08, p < .180). 

Partial support was also found for Hypothesis 9 as the beta coefficient for job 

performance remained significant in Step 3 of the content career growth model (� = .21, p 

< .01).  The variance accounted for by all variables in the model was 45% (R2 = .45, p < 

.001), with the addition of managerial perceived work commitment in the final step 

accounting for 7% of the variance (�R2 = .07, p < .001). 

Model of Career Growth Prospects – Structural Equation Modeling (AMOS) 

The current study proposed a mediated model that hypothesized a number of 

relationships between study variables.   The examination of the linkages between each of 

the study variables was an integral part of the study.  However, the overarching goal of 

this study was to examine the impact of non-work role commitment on individuals’ 

career growth prospects.  Therefore, the overall model of career growth prospects was 

explored using AMOS 4.0 (Arbuckle, 1999).   This model examined non-work demands, 

resource acquisition, work engagement, job performance, and managerial perceived work 

commitment as the mediating mechanisms between non-work role commitment and 

career growth prospects.  The impact of a non-work supportive organizational 

environment and career commitment as moderating variables was also examined in 
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subsequent analyses.  Due to the relatively small sample size (N=186 matched pairs), an 

observed variable model, rather than a latent variable model was examined. 

Results of the general model of career growth prospects (without moderators) 

indicated significant positive relationships between non-work role commitment and time 

demands (� = .409, p < .001), energy demands and resource acquisition (� = .387, p < 

.001), job performance and managerial perceived work commitment (� = .483, p < .001) 

and managerial perceived work commitment and content career growth prospects (� = 

.310, p < .001).  However, overall, the hypothesized model did not fit the data well (�2 = 

693.82, df = 156, p. <.001; GFI = .75; AGI = .61; RMSEA = .09). 

Although the overall model was found to be non-significant, subsequent analyses 

were conducted to determine the impact of the hypothesized moderators.  To examine the 

moderating effect of a non-work supportive organizational environment on the 

relationships between the non-work demands (time and energy) and work engagement, 

two models were run.  The relationship between each of the non-work demands and work 

engagement was constrained in the lower group to that of the higher group.  The chi-

square statistic was examined to test the difference in the two models.  Results of the 

analyses suggest that the supportiveness of an organization’s environment for non-work 

role participation may indeed influence the relationships between non-work time 

demands and work engagement (� �2 = 38.1, df = 1) and non-work energy demands and 

work engagement (� �2 = 41.0, df = 1). 

Similarly, to examine the moderating effect of career commitment on the 

relationship between resource acquisition and job performance, two models were run 

constraining the relationship in the lower group to that of that of the higher group.  The 
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chi square statistic was examined to test the difference in the two models.  Results 

indicated that career commitment did not significantly influence the relationship between 

the resources acquired from non-work role commitment and job performance (� �2 = 

3.05, df = 1).  Because the overall model was non-significant, no further analyses were 

performed. 

Forthcoming Chapter 

Chapter 5 discussed the results of the correlation and regression analyses 

conducted in the current study.  The hierarchical regression analyses used to test the 

hypotheses revealed some interesting findings.  While not all of the hypotheses were 

supported, the results offer interesting insights into the impact of non-work role 

commitment on career outcomes, and provide a number of avenues for future research. 

 Chapter 6, the final chapter, provides a detailed analysis of the results of the study, 

discusses the contributions to the literature, and provides suggestions for future research. 
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Chapter 6:  Discussion 
 

Chapter 6 discusses and integrates the major findings of the study.  The chapter 

begins with a review of the purpose of the study, including the research questions, 

followed by an exploration into the results of the hypotheses.  A discussion of the 

theoretical and practical implications of the research is provided.  Next, the 

methodological limitations of the study are addressed, and the chapter concludes with a 

discussion of areas for future research. 

Gaps in the Literature and Study Research Questions 

A number of demographic, social and organizational changes have raised new 

issues for research on the implications of non-work role involvement for employees’ 

careers.  Increasing numbers of women, single parents and dual-earner couples are 

entering the workforce.  Moreover, an aging population has led to an increase in 

responsibilities for many of these employees to include the care of elderly dependents 

(Bond, Galinsky, & Swanberg, 1998).  Coupled with this, new economic forces, such as 

global competition and advances in technology, are creating an unprecedented need for 

committed employees (Brett & Stroh, 2003).  As a result, today’s employees are faced 

with increasing personal and organizational responsibilities, making it difficult to balance 

the demands of their personal lives with successful careers. 

Although much has been written about the effects of combining work and non-

work roles, we know relatively little about the ways in which employees’ participation in 

non-work roles affects their career outcomes.  Given the importance that today’s 

employees place on achieving balance between their work and non-work roles, an 
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examination of the ways in which active involvement in personal life impacts career 

prospects is important. 

This research presents a model describing the relationship between individuals’ 

commitment to non-work roles and their career growth prospects.  The model drew from 

theories of work non-work conflict and work non-work enrichment, as well as the careers 

literature to develop and test a model that examined the relationship between commitment 

to non-work roles and career growth prospects.   More specifically, this study sought to 

explain the conditions under which commitment to non-work roles may have beneficial 

and harmful effects on two  facets of career growth prospects – structural and content 

growth. 

Discussion of Findings 

A number of hypotheses were proposed to address the relationship between an 

individual’s commitment to non-work roles and his or her career growth prospects.  In 

general, the model predicted that participation in roles outside of work would provide 

opportunities to enrich one’s career prospects, and/or detract from one’s career prospects 

depending on certain individual and organizational variables. 

The data in this study did not indicate an overall relationship between non-work 

role commitment and career growth prospects.  Nonetheless, a number of interesting 

relationships among the linking variables in the model were revealed.  The following 

sections discuss these findings. 

The Conflict Path.   From the conflict perspective, it was expected that the 

demands associated with non-work role commitment would negatively impact an 

employee’s ability to fully engage in his or her work, thereby hindering job performance.  
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In turn, low work engagement and poor job performance were expected to negatively 

affect a manager’s perception that the employee is committed to his or her work, which 

would ultimately have negative implications for the individual’s career growth prospects.  

It was further expected that the supportiveness of an organizations environment would 

moderate the relationship between non-work demands and work engagement such that 

individuals employed by organizations that support their involvement in personal life 

roles would be able to better juggle their work and non-work responsibilities than their 

less supported counterparts, and therefore, be able to more fully engage in their work. 

This study provided support for the notion that individuals extensively committed 

to non-work roles experience significantly more demands on their time and energy than 

individuals who are less extensively committed to non-work roles.  Specifically, the more 

psychologically committed individuals are to non-work roles, the more time and energy 

they invest in those roles.  This finding supports Kahn et al’s (1964) theoretical research 

on the role episode, and  is consistent with prior empirical research suggesting that 

individuals place more demands upon themselves and invest more of their personal 

resources in roles for which they are highly committed (Burke & Reitzes, 1991; Lobel, 

1991; Lobel & St. Claire, 1992; Stryker & Serpe, 1994). 

Interestingly, the relationships between the demands associated with non-work 

roles and work engagement varied by the type of demand.  As expected, the emotional 

energy devoted to non-work roles hindered an individual’s ability to engage in work.  

Moreover, post hoc analyses revealed that emotional energy devoted to non-work roles 

also hindered one’s job performance.  These findings lend support to scarcity theory, 

which suggests that the greater the resources devoted to one role, the fewer resources 
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available for other roles (Marks, 1977; Sieber, 1974).  Moreover, these findings are 

consistent with previous research on strain-based conflict, which suggests that the strain 

resulting from membership in one role may negatively affect participation in other roles 

(Greenhaus & Beutell, 1985).  Perhaps, emotional energy is indeed a limited resource and 

the more emotional energy individuals devote to one role, the less available for 

participation in other roles.  Ultimately, without an adequate amount of emotional energy 

to devote to a particular role, for example the work role, one’s ability to engage in and 

perform in that role may decline. 

As expected, the supportiveness of an organization’s environment for non-work 

role participation did mitigate the negative impact of non-work emotional energy 

demands on work engagement.  This finding is consistent with previous research which 

has found that a supportive environment can reduce the conflict individuals experience 

from competing work and non-work demands, and mitigate negative work related 

consequences (Allen, 2001; Frye & Breaugh, 2004; Thomas & Ganster, 1995; Thompson 

et al., 1999).  For example, Thomas and Ganster (1995) found that employees who 

worked for organizations that were supportive of their involvement in family life 

experienced a greater sense of control over their work and family responsibilities, which 

in turn reduced their perceptions of conflict and strain and increased their job satisfaction.  

Perhaps in the current study, individuals who perceived their organizations as supportive 

of their personal life experienced lower levels of stress and strain and were better able to 

juggle their work and non-work responsibilities then their less supported counterparts.  

Thus, these individuals were able to more fully engage in their work. 
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Surprisingly, the physical energy devoted to non-work roles was positively related 

to work engagement, suggesting that the physical energy put into non-work roles may 

actually enhance one’s ability to engage in work.  This finding lends support for Mark’s 

(1977) expansion hypothesis, which views the supply of energy as abundant and 

expandable.  Marks (1977) suggested that individuals who are psychologically committed 

to multiple roles find enough energy to participate effectively in all roles and that 

participation in some roles may actually create energy that can be used in other roles.  

Apparently, for these legal secretaries, being physically active in their personal lives 

provided them with the physical energy necessary to be highly engaged in their work. 

Contrary to expectations, the data indicated that the time devoted to non-work 

roles negatively impacted work engagement for individuals who perceive their 

organizations as highly supportive, whereas the time devoted to non-work roles enhanced 

work engagement for individuals who perceive their organizations as less supportive. 

Although it was expected that a supportive organizational environment would help 

employees to better juggle their work and non-work responsibilities, thereby mitigating 

the negative implications of non-work time demands on work engagement (Allen, 2001; 

Frye & Breaugh, 2004; Thomas & Ganster, 1995; Thompson et al., 1999), it is possible 

that employees who perceive their organizations as supportive of their personal life take 

advantage of the support.  Perhaps individuals who perceive their organizations as 

supportive use the generosity of the organization to their benefit and allow their personal 

issues and responsibilities to intrude on, and distract from, their engagement in work.  It 

is further possible that employees who perceive their organizations as unsupportive of 

their non-work participation make significant efforts to leave their personal life outside of 
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work, and while at work, focus their efforts on their jobs to comply with the unsupportive 

nature of their organization. 

Surprisingly, no relationship was found between work engagement and job 

performance.  It was expected that one’s ability to engage physically, cognitively and 

emotionally in the work role would enhance his or her job performance (Kahn, 1990, 

1992).  However, it is possible that the degree of engagement necessary for effective 

performance may vary by the type and or level of job.  Kahn (1990, 1992) argued that 

people use varying degrees of their selves in the roles that they perform, and the more 

people draw on their selves, the better their role performances.  However, from the 

limited amount of empirical evidence that has examined the relationship between 

engagement and performance, it appears that perhaps performance is enhanced through 

the creativity and innovation resulting from engagement (Kahn, 1990, 1992).  It is 

plausible that for the current sample, engagement may not be a requirement for effective 

performance due to the types of duties and responsibilities associated with the job.  In 

essence, perhaps secretarial duties do not require one to possess attributes such as 

creativity and innovation, and therefore, engagement in one’s work is not necessary for 

successful performance. 

In summary of the negative path, the data suggest that individuals extensively 

committed to non-work roles experience significantly more demands on their time and 

energy than individuals who are less extensively committed to non-work roles.  

Somewhat surprising, however, is the fact that the time and energy devoted to non-work 

roles has mixed effects on an individuals’ ability to engage in work.  The time and 

emotional energy devoted to non-work roles detracts from work engagement, while the 
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physical energy devoted to non-work roles actually enhances one’s ability to engage in 

work.  A non-work supportive organizational environment helps to mitigate the negative 

impact of emotional energy demands on work engagement, but has no effect on the 

impact of physical energy on work engagement.  Interestingly, the time devoted to non-

work roles was negatively related to work engagement for individuals who perceive their 

organizations as highly supportive, whereas the time devoted to non-work roles enhanced 

work engagement for individuals who perceive their organizations as less supportive. 

The Enrichment Path.  From the enrichment perspective, commitment to non-

work roles was expected to provide resources that could be used to enhance job 

performance.  Enhanced job performance would then prompt management to perceive an 

employee as committed to his or her work, and in turn, career growth prospects would be 

enhanced. 

It was further expected that career commitment would moderate the relationship 

between the resources acquired from non-work role participation and job performance, 

such that career committed employees were expected to be more motivated to transfer the 

resources to enhance their job performance than employees less committed to their 

career. 

This study provided support for the idea that individuals acquire resources from 

their commitment to non-work roles.  Specifically, the more extensively an individual is 

committed to non-work roles, the greater the resources (i.e., enriched interpersonal and 

task related skills, broadened perspectives, increased self-esteem and confidence, and 

social capital) acquired from those roles. This finding is consistent with role theory, 

which suggests that participation in social roles provides individuals with opportunities to 
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acquire role-specific resources (Kahn et al., 1964).  Moreover, this finding also supports 

the early work of Marks (1977) who argued that resources may be created from roles for 

which individuals are psychologically committed.  As Kahn, et al. (1964) would suggest, 

it is likely that in the current study, individuals psychologically committed to non-work 

roles meet the role-related responsibilities set by the social expectations of those roles, 

and as a result receive desired and valued resources. 

This finding also supports recent empirical research which has identified specific 

sets of resources that may be generated from non-work role participation.  For example, 

Greenhaus and Powell (2006) suggested that individuals may acquire similar resources, 

such as skills and perspectives, psychological resources, and social capital from their 

participation in family life.  Moreover, Ruderman, et al. (2002) found that managerial 

women acquired resources including opportunities to enrich interpersonal skills, 

psychological benefits, and enhanced handling of multiple tasks from their participation 

in personal life roles.  The findings of this study lend further support to the notion that 

individuals do indeed acquire resources from their commitment to non-work life roles. 

As expected, the energy devoted to non-work roles partially mediated the 

relationship between non-work role commitment and resource acquisition.  This finding 

suggests that individuals acquire resources not only directly through role participation, 

but also as a result of their investment of energy in non-work roles. 

Contrary to expectations, results indicated a negative rather than positive 

relationship between the resources acquired from non-work role participation and job 

performance.  That is, the greater the resources acquired from non-work role 

participation, the lower the job performance.  This finding was surprising in light of the 
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significant amount of theoretical work (Greenhaus & Powell, 2006; Grzywacz, 2002) and 

empirical evidence indicating that participation in non-work roles can, indeed, enrich 

experiences in the work role (Bretz & Judge, 1994; Friedman & Greenhaus, 2000; 

Jacobs, 1992; Judge & Bretz, 1994; Landau & Arthur, 1992; Melamed, 1996; Ohlott, 

Graves, & Ruderman, 2004; Pfeffer & Ross, 1992; Ruderman et al., 2002; Schneer & 

Reitman, 1993). 

Also contrary to expectations, career commitment did not moderate the 

relationships of the resources of interpersonal and task related skills and social capital, 

with job performance.  The initial rationale for career commitment as a moderator was 

that career committed individuals would be more motivated to transfer resources to 

enhance their job performance than individuals less committed to their career.  Post hoc 

analyses conducted to investigate possible reasons for the lack of support revealed that 

job tenure played a significant role in the relationship between the non-work resources 

and job performance.  Specifically, the interpersonal and task related skills and social 

capital acquired from non-work role participation were positively related to job 

performance for individuals with longer job tenure.  Perhaps individuals who have been 

employed in their current positions for longer periods of time have greater knowledge of 

their job requirements, and are better able to transfer the resources that they believe are 

necessary to enhance their performance than employees who have been employed in their 

current positions for shorter periods of time. This finding suggests that rather than 

motivation, perhaps it is one’s ability that influences the transference of resources from 

one role to another. 
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The Relationships of Job Performance and Work Engagement with Managerial Perceived 

Work Commitment 

The expectation that job performance and work engagement would be positively 

related to managerial perceived work commitment was based on attribution theory 

(Heider, 1954), which focuses on how people make casual explanations.  The theory is 

concerned with the ways in which people explain, or attribute, the behavior of others.   It 

suggests that individuals make attributions based on relevant cues and observable 

behaviors and automatically categorize others by those cues.  In the current study, job 

performance and work engagement were expected to represent two cues from which 

management would base their perceptions of an employee’s work commitment.  As 

expected, job performance was found to be positively related to managerial perceived 

work commitment; however, surprisingly, no relationship was found between work 

engagement and managerial perceived work commitment.  One plausible explanation is 

that work engagement may not be as outwardly visible to a manager as job performance.  

Specifically, job performance is an easily observable, objective outcome, whereas work 

engagement is a more subtle cue that may not be as easily observed by management.  It is 

also possible that the expected relation was not found due to the characteristics of the 

sample.  Perhaps the ability to engage in work is not of critical importance for employees 

at the secretarial level.  It is reasonable to believe that in the secretarial field, the extent to 

which an employee simply fulfills his or her job requirements may serve as the most 

important cue from which a manager may make inferences about the employee’s 

motivation to commit to his or her work.  Specifically, the degree to which tasks are 

performed effectively may be an important factor in determining commitment more so 
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than the degree to which employees are physically, cognitively and emotionally engaged 

in their job tasks. 

The Relationships of Job Performance and Managerial Perceived Work Commitment 

with Career Growth Prospects. 

Consistent with expectations, both job performance and managerial perceived 

work commitment were found to be positively related to content career growth prospects.  

Specifically, individuals with high levels of job performance and individuals for whom 

management perceives as committed to their work are more likely to receive 

opportunities to broaden their career through new challenges and increased 

responsibilities within their current position.  These findings are consistent with previous 

research examining the exchange relationships between supervisors and subordinates.  

For example, Feldman (1981) argues that once an employee is categorized, for example, 

as being committed to work, an exchange relationship develops between the manager and 

the employee (Feldman, 1981, 1986), and this relationship can affect managerial 

behaviors toward the employee.  Moreover, Green and Mitchell’s (1979) attribution 

model of leadership suggests that subordinate performance observed by a manager is 

translated into the manager’s behavioral response based on his or her attributions as to the 

causes of the subordinate’s behavior.  Thus, in the current study, perhaps employees who 

are categorized as committed to their work are then perceived as deserving of 

opportunities for career growth.  Moreover, perhaps employees seen as effective 

performers are deemed capable of handling increased responsibilities in terms of 

increased opportunities and challenges within their current job. 
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Contrary to expectations, neither job performance nor managerial perceived work 

commitment were significantly related to structural career growth prospects.  This finding 

may be reflective of the study population in that opportunities for structural growth for 

these employees seem to be limited or non-existent.  This is evidenced by a mean of 2.18 

and standard deviation of 1.15, with a minimum of 1 and a maximum of 5, for the 

structural growth variable.  This is compared to a mean of 3.24 and standard deviation of 

.71 for the content growth variable. 

In sum, although the data for the current study did not provide evidence for an 

overall relationship between non-work role commitment and career growth prospects, a 

number of interesting and important relationships were discovered.  It can be said that 

extensive psychological commitment to non-work roles provides individuals with both 

non-work role demands (time and energy) as well as resources.  From the conflict 

perspective, the findings suggest that the energy required to participate in non-work roles 

has mixed effects on an individual’s ability to engage in work.  Specifically, the 

emotional demands associated with non-work roles detract from an individual’s ability to 

engage (as well as perform) at work, while the physical energy associated with non-work 

role participation actually enhances work engagement.  Organizations perceived as 

supportive of individuals’ personal life help mitigate the negative implications of the 

emotional energy demands on work engagement.  With respect to the time demands, the 

data indicated that the time devoted to non-work roles negatively impact work 

engagement for individuals who perceive their organizations as highly supportive, 

whereas the time devoted to non-work roles enhances work engagement for individuals 

who perceive their organizations as less supportive. 
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From the enrichment perspective, results indicated that overall, the resources 

acquired from non-work role participation hindered individuals’ job performance; 

however, a specific set of resources (the interpersonal and task related skills and social 

capital) enhanced job performance, at least for individuals who were employed in their 

current jobs for a substantial period of time. 

The study further indicated that job performance acted as a cue from which a 

manager may base perception of an employee’s commitment to his or her work.  

Moreover, both job performance and managerial perceived work commitment influenced 

an individual’s content career growth prospects such that effective performers and 

employees perceived as committed to their work were deemed more likely to receive 

opportunities to grow and learn within their current job as compared to less effective 

performers or employees perceived as less committed to their work. 

Theoretical Contributions of the Study 

The present study has contributed to the work/non-work and careers literatures in 

several ways.  First, this study provided an initial look at the relationship between an 

individual’s psychological commitment to non-work roles and his or her career growth 

prospects.   The vast amount of research on multiple role involvement has focused on the 

impact of combining work and non-work roles on physical and psychological health (see 

Barnett & Hyde, 2001 for a review).  Only recently has research begun to examine the 

impact of non-work role participation on work-related outcomes (Ohlott, Graves, & 

Ruderman, 2004; Ruderman, Ohlott, Panzer, & King, 2002).  Moreover, much of the 

previous research has examined role participation based simply on role occupancy rather 

than role commitment.  Based on this initial study, it can be said that an individual’s 
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psychological commitment to personal life roles can, and does, have an impact on his or 

her career opportunities, perhaps not directly, but through several linking mechanisms. 

This study has further contributed to the literature by testing the co-occurrence of 

the conflict and enrichment hypotheses.  By examining these processes within one study, 

a better understanding of the ways in which commitment to personal life roles is related 

to career growth prospects was achieved.  The findings from this study suggest that the 

processes of conflict and enrichment can, and do, co-exist.  However, it appears that the 

negative implications of the conflict may outweigh the positive effects of enrichment. 

The data indicated that the demands associated with non-work role participation 

(emotional energy and time) hindered an individual’s ability to engage in work.  

Moreover, the demands (emotional energy) as well as the resources examined in this 

study negatively impacted job performance.  In turn, job performance acted as a cue from 

which management based perceptions of an employee’s commitment to his or her work, 

and ultimately, job performance and commitment perceptions influenced an employee’s 

content career growth prospects. 

Fortunately, there were indeed positive implications associated with non-work 

participation.  It can be said that the physical energy one devotes to non-work role 

participation is positively related to work engagement and that certain resources 

(interpersonal and task related skills and social capital) are positively related to job 

performance, at least for employees with significant job tenure.  However, based on the 

results of this study, it appears that the negative implications associated with non-work 

role commitment may indeed outweigh the positive. 
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A third contribution this study makes to the work / non-work literature is the. 

examination of specific resources that may be acquired from non-work role participation 

Several researchers have speculated a number of resources that may be acquired through 

an individual’s participation in non-work roles (Greenhaus & Powell, 2006; Sieber, 1974; 

Voydanoff, 2004), however, this is one of the first studies to quantitatively assess specific 

resources (i.e., interpersonal and task-related skills, broadened perspectives, self-esteem 

and confidence, and social capital).  The findings suggest that individuals do indeed 

garner specific resources from non-work role participation and that these resources have 

the potential to influence work related outcomes.  Moreover, the findings of this study 

provide initial evidence that resources may be acquired not only directly through role 

participation, but also as a result of the investment of energy in non-work roles. 

Similarly, this study also examined specific demands associated with non-work 

role commitment.  Although the work / non-work literature often discusses the notion of 

energy usage or creation (Mark, 1977; Sieber, 1974), a review of the literature revealed 

little in the way of a measurement tool.  Therefore, a 20 item measure was developed to 

ascertain the degree to which individuals expend energy in their non-work role 

participation.  Findings from this newly developed scale indicated that individuals do 

indeed devote significant physical and emotional energy to roles for which they are 

psychologically committed.  Moreover, both dimension of energy (physical and 

emotional) significantly influenced an individual’s ability to engage in work.  

Interestingly, physical energy enhanced work engagement, while emotional energy 

detracted from it. 
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As for the careers literature, this study provides an initial look at the impact of 

psychological commitment to non-work roles on career growth prospects.  As indicated 

previously, much of the multiple role literature has focused on health related outcomes 

rather than career related outcomes.  This study provides a first step at better 

understanding the relationship between active participation in personal life and future 

career opportunities.  Although the data in this study did not indicate an overall 

relationship between non-work role commitment and career growth prospects, a number 

of interesting relationships were discovered.  For example, it can be said that an 

individual’s psychological commitment to non-work roles is positively related to his or 

her job performance through the resources acquired from non-work role commitment as 

well as through the emotional energy exerted in non-work roles. Further, job performance 

represented one cue from which management based their perceptions of an employee’s 

work commitment.  Moreover, both job performance and managerial perceived work 

commitment were found to be positively related to one’s content career growth prospects. 

Contributions to Practice 

Several practical implications can also be derived from the findings of this study.  

First, the findings shed light on the positive implications of a non-work supportive 

organizational environment.  For many organizations, meeting the personal needs of 

employees has become a strategic imperative.  Global competition for human resources 

has made an organization’s ability to facilitate work-life balance an important 

competitive factor in attracting talent (Poelmans, 2005).   The results of this study 

indicated that the supportiveness of an organization may indeed help employees juggle 

work and non-work responsibilities.  Specifically, organizations that support employees’ 
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non-work involvement help mitigate the negative implications of non-work demands on 

employees’ work engagement.  Thus, an organizational environment that is supportive of 

an employee’s personal life may indeed help the employee to better handle the stress and 

strain associated with juggling work and non-work roles, thereby helping him or her to be 

more highly engaged in work. 

For individuals committed to multiple life roles, this study offers insight into the 

benefits as well as the challenges that their personal lives impose on their careers.  For 

example, this study has identified a number of resources that individuals may acquire 

from their non-work role participation.  Moreover, this study has articulated specific 

demands associated with participation in personal life.  Perhaps this study will make 

employees cognizant of these resources and demands and the impact they may have on 

their performance and engagement at work. 

Limitations of the Research and Opportunities for Future Research 

As with all research, this study has methodological limitations.  First, despite 

certain benefits, the cross-sectional research design of the study does not permit causal 

inferences to be made (Judd et al., 1991).  The results of the cross-sectional research 

indicate the presence of concurrent relationships, and although directionality is 

theoretically grounded, only research of a longitudinal nature can assess the temporal 

nature of the relationships. 

The use of surveys as a method of data collection can also be considered a 

limitation to the study as self-report questionnaires have the potential for allowing bias 

due to common method variance.  However, both supervisor and subordinate data were 

obtained in this study, which helps reduce this limitation. 
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In addition, the sample utilized in the study may limit the generalizability of the 

findings.  Since virtually all of the respondents were female, generalizing the findings to 

a male population should be done with caution. Future research should examine the 

research questions posed in this study under a more heterogeneous population as there 

has been ongoing debate with respect to the gender differences associated with multiple 

role involvement.  For example, do the resources and demands resulting from non-work 

role commitment differ between men and women?  Does the impact of the resources and 

demands on work outcomes vary by gender?  Finally, does the overall impact of non-

work commitment on career growth prospects differ for men and women? 

Similarly, because the current sample was composed solely of secretarial 

employees in the legal profession, an examination of higher-level employees or 

employees in additional occupational fields could help us to better understand the 

implications of non-work role participation on the career growth prospects for those 

striving to climb the corporate ladder or pursuing careers in other professions. 

Another limitation of the current study involves the relatively small sample size 

(N=186 matched pairs) which precluded the examination of a latent variable AMOS 

structural model.  Rather, an observed variable model was tested, which failed to reveal a 

good fit between the data and the model. 

The current study examined two potential moderators of the relationship between 

non-work role commitment and career growth prospects – perceptions of a supportive 

organizational environment and career commitment.  Organizational support played a 

significant moderating role in the model and revealed some interesting findings for which 

future research should attempt to explain.  Specifically, why did perceptions of a 
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supportive environment mitigate the negative implications of emotional energy demands 

on work engagement, but have an opposite effect on time demands? 

Career commitment, as a moderator, did not play a significant role in the study 

model.  Future research should explore additional individual and organizational variables 

that may influence the relationship between the resources acquired from non-work role 

participation and job performance.  For example, as Greenhaus and Powell (2006) 

suggest, perhaps the degree to which the resources acquired from non-work role 

participation are transferred to enhance job performance depends on the fit of the 

resource with the receiving role.   Future research should examine additional moderators 

which may help us better understand the conditions under which the resources acquired 

from non-work participation may enhance job performance. 

Another area for future research involves a deeper exploration into the resources 

that may be acquired from non-work role participation.  While a number of resources 

have been identified in the literature as potentially being acquired from role participation, 

the current study examined only four of these resources.  Other resources such as 

physical health, material resources, and emotional advice may indeed be acquired 

through non-work role participation, yet have not been examined in the literature 

(Greenhaus & Powell, 2006; Ruderman, et al. 2002). 

Another interesting area for future research involves a deeper examination of the 

work engagement construct.  The current study defined work engagement as one’s 

physical, emotional and cognitive investment in the work role (Kahn, 1990, 1992).  

Based on the results of the current study, the degree to which work engagement impacts 

organizational outcomes is questionable.  Future research should examine the construct 
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more closely to determine if perhaps the degree to which engagement is necessary 

depends on the nature of the job.  For example, would engagement play a more 

significant role in managerial or professional jobs where such attributes as creativity and 

innovation are requirements of effective job performance? 

In addition, an examination of the work engagement construct from the manager’s 

perspective would allow for a better understanding of whether or not the construct is 

distinct from other organizational constructs, such as job performance or work 

involvement, particularly in the eyes of the practitioner. 

One final area for future research involves a closer examination of the managerial 

perceived work commitment construct.  Initially, this study theorized that managerial 

perceived organizational commitment and managerial perceived career commitment were 

two distinct constructs.  However, analyses of the two constructs revealed a very high 

correlation between the two.  Moreover, a factor analysis of the 10 managerial perceived 

work commitment constructs revealed only one factor, which included 9 of the 10 items.  

Future research should examine managerial perceptions of work commitment to 

determine if two separate commitment constructs do indeed exist.  It is possible that 

managers do not distinguish between the types of commitment and simply classify an 

employee as committed or uncommitted.  This research would shed light on the 

differences between self-reported commitment and commitment as perceived by the 

practitioner. 

In sum, the current study sought to determine the relationship between an 

individual’s psychological commitment to non-work roles and his or her career growth 

prospects.  Although an overall relationship was not found, several interesting 
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relationships were uncovered.  From the findings, we can say that we do indeed invest 

significant time and energy into roles for which we are highly committed.  However, we 

also acquire important resources from our participation in those roles.  It can further be 

concluded that the demands influence our ability to engage in work and the resources 

influence our job performance, although not in the way expected. 

Another important accomplishment of this study involves the findings regarding 

job performance, managerial perceived work commitment and career growth prospects.  

Specifically, managers perceive employees who performed effectively as more 

committed to their work than employees who performed less effectively.  Moreover, high 

performers and committed employees (as perceived by their manager) are more likely to 

receive greater opportunities to growth within their current jobs.  Specifically, these 

individuals are more likely to receive opportunities to grow and learn within their current 

positions. 
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Table 1.  Summary of Hypotheses 

 
 

 
Negative Path 
H1: There is a positive relation between non-work role commitment and non-work 
            role demands.  
 
H2: There is a negative relation between non-work demands and work engagement. 
 
H2a:   Perceptions of a non-work supportive organizational environment moderates 
            the relation between non-work role demands and work engagement, such that a 
            non-work supportive environment will significantly weaken the negative 
            relation between non-work demands and work engagement.   
   
H3:   There is a positive relation between work engagement and job performance. 
 
Positive Path 
H4a:   There is a positive relation between non-work role commitment and resource 

acquisition. 
 
H4b:   Time and energy demands mediate the relation between non-work role 
            commitment and resource acquisition. 
 
H5:   There is a positive relation between the resources acquired from non-work role 
            participation and job performance. 

 
H5a:   Career commitment moderates the relation between the interpersonal and task-

related skills, information and advice, and social capital acquired from non 
work role participation and job performance such that the relationship will be 
significantly stronger for individuals with high career commitment.    

 
H6:  There is a positive relation between job performance and managerial perceived 
            work commitment.  

 
H7:   There is a positive relation between work engagement and managerial 
            perceived work commitment. 
 
H8:   There is a positive relation between managerial perceived work commitment 
            and career growth prospects.  
 
H9:   There is a positive relation between job performance and career growth  
            prospects. 
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Table  2.  Demographic Summary 
 
 

Variable N Mean Standard 
Deviation 

Range 

Age 182 45.57 9.94 22-69 
 

Variable  Frequency Percent 
Gender Male 2 1.1 
 Female 182 98.4 
Highest Level of 
Education 

High School Degree / 
GED Equivalent 

 
104 

 
56.2 

 Associate’s Degree 44 23.8 
 Bachelor’s Degree 29 15.7 
 Master’s Degree 4 2.2 
 Professional Degree 

(e.g., Law, Medicine) 
 

3 
 

1.6 
Marital Status Married/Living with 

Partner 
 

125 
 

67.6 
 Not Married/Not 

Living with Partner 
 

58 
31.4 

Race African American 13 7.0 
 Asian 3 1.6 
 Caucasian 158 85.4 
 Hispanic 4 2.2 
 Native American 1 0.5 
 Other 3 1.6 
Job Tenure Less than 3 Months 4 2.2 
  3 Month < 1 Year 20 10.8 
 1 Year <3 Years 29 15.7 
 3 Years < 5 Years 25 13.5 
 5 Years < 10 Years 47 25.4 
 10 Years or Longer 59 31.9 
Tenure with 
Supervisor 

3 Months <  1 Year  
21 

 
11.4 

 1 Year <3 Years 26 14.1 
 3 Years < 5 Years 78 42.2 

 5 Years < 10 Years 34 18.4 
 10 Years or Longer 19 10.3 
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Table 3.   Factor Structure of Managerial Perceived Work Commitment Scale 
   

 

Item Label Factor 1 Factor 2 
1. The employee appears to be highly committed to this 

firm. .917  

2. Being a legal secretary appears to be important to the 
employee’s self-image. .887  

3. The employee appears to be emotionally attached to this 
firm. .920  

4. The employee appears to view this firm’s problems as 
his or her own. .898  

5. The employee appears to be proud to be a legal 
secretary. .894  

6. The employee appears to really care about the fate of 
this firm. .935  

7. The employee appears to identify with being a legal 
secretary. .896  

8. The employee appears to be enthusiastic about being a 
legal secretary. .868  

9. The employee appears to regret having entered the legal 
secretary field.  .228 

10. The employee appears to dislike being a legal secretary.  .158 

Eigenvalue 7.336 1.415 

Variance Explained 73% 14% 
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Table 4.  Factor Structure of Career Growth Prospects 
 

 

Item Label Factor 1 Factor 2 

 Structural 
Growth 

Content 
Growth 

1. It is likely that this employee will be promoted 
within this firm. .865 .076 

2. It is likely that this employee will be continually 
challenged in his or her current job. -.346 .798 

3. This employee has reached a point where it is 
unlikely that he or she will move higher in this 
firm. 

.945 -.089 

4. It is likely that this employee will learn and grow 
within his or her current job. .006 .848 

5. The likelihood that this employee will move 
ahead in this firm is limited. .954 -.098 

6. It is likely that this employee’s responsibilities 
within his or her current job will increase 
significantly in the future. 

.294 .740 

7. It is likely that this employee will advance to a 
higher level in this firm. .856 .117 

8. It is likely that this employee’s job will 
continually require him or her to expand his or 
her abilities and knowledge. 

.080 .885 

9. This employee is unlikely to obtain a higher level 
job in this firm. .838 -.157 

10. It is likely that this employee’s job will 
constantly challenge him or her. -.249 .852 

11. In this firm, the opportunities for upward 
movement are limited for this employee. .952 -.044 

Eigenvalue 5.251 3.394 

Variance Explained 48% 31% 
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          Table 5.  Means, Standard Deviations, and Correlations for All Variables (n=185 )1 

 
 

 M SD 1. 2. 3. 4. 5. 6. 
1.   Supervisor 1     .36     .48       
2.   Supervisor 2     .18     .39  -.36**      
3.   Supervisor 3     .06    .24  -.19** -.12     
4.   Supervisor 4     .29     .46  -.48** -31** -.16*    
5.   Job demands   3.29     .84  -.04 -.01  .07 -.01   
6.   Number of roles    2.94     .83   .10 -.03 -.01 -.04  .05  
7.   NW supportive environment   3.72     .73   .07 -21**  .11  .02  .26**  .08 
8.   Career commitment   2.91     .72  -.15* -.09  .01  .22**  .36**  .02 
9.   Non-work role commitment 14.02   3.75   .11  .04 -.07 -.04 -.02  .75** 
10. Non-work demands-time 26.68 17.17   .09  .05 -.02 -.09 -.00  .21** 
11. Non-work demands-energy 13.37   4.18   .11  .09 -.09 -.10  .03  .70** 
12. Resource acquisition 10.40   3.97   .07  .11 -.01 -.12  .03  .67** 
13. Work engagement   3.62     .44  -.00 -.09 -.00  .03  .34** -.10 
14.  Job performance   3.15     .64   .20** -.17* -.14  .11  .22**  .03 
15.  Job performance (2 item)   3.64     .84   .06 -.05 -.07  .16*  .23**  .05 
16.  Mgr perceived work commit.   3.95     .80   .39** -.08 -.03 -.12  .24**  .18* 
17.  Content career growth   3.24     .71   .26**  .11 -.23** -.39**  .15  .06 
18.  Structural career growth   2.18   1.15 -.74**  .63**  .03  .24**  .06  .02 

 
               1Correlations include Pearson, phi, and point-biserial coefficients.   
 
           *p<.05; **p<.01. 
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                     Table 5.  Continued 
 
 

 7. 8. 9. 10. 11. 12. 13. 14. 
1.   Supervisor 1         
2.   Supervisor 2         
3.   Supervisor 3         
4.   Supervisor 4         
5.   Job demands         
6.   Number of roles          
7.   NW supportive environment         
8.   Career commitment  .42**        
9.   Non-work role commitment  .01 -.07       
10. Non-work demands-time -.06 -.16*   .27**      
11. Non-work demands-energy  .08 -.01   .77**   .25**     
12. Resource acquisition  .06  .05   .64**   .21**  .72**    
13. Work engagement  .09  .31** -.13 -.08 -.03 -.04   
14.  Job performance -.06  .03 -.09   .02 -.13 -.11 .09  
15.  Job performance (2 item) -.02  .08 -.05   .06 -.08 -.04 .08 .82** 
16.  Mgr perceived work commit.  .13  .13   .11   .04   .06  .09 .13 .54** 
17.  Content career growth  .03 -.08   .02 -..06   .00  .04 .09 .34** 
18.  Structural career growth -.10  .10   .01   .00   .03  .08 .01 .10 

 
                    1     Correlations include Pearson, phi, and point-biserial coefficients.   
 
             *p<.05; **p<.01. 
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                     Table 5.  Continued 
 

 

  15. 16. 17. 
1.   Supervisor 1    
2.   Supervisor 2    
3.   Supervisor 3    
4.   Supervisor 4    
5.   Job demands    
6.   Number of roles     
7.   NW supportive environment    
8.   Career commitment    
9.   Non-work role commitment    
10. Non-work demands-time    
11. Non-work demands-energy    
12. Resource acquisition    
13. Work engagement    
14.  Job performance    
15.  Job performance (2 item)    
16.  Mgr perceived work commit.   .59**   
17.  Content career growth   .42** . 35**  
18.  Structural career growth -.15* -.10 .06 

 

                    1     Correlations include Pearson, phi, and point-biserial coefficients.   
 
             *p<.05; **p<.01. 
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Table 6a.  Relationship Between Non-work Role Commitment and Non-work Time 
Demands 

   
 
Predictors Step 1 Step 2 
   
Step 1   
Job Demands  -.011  .003 
Role Participation   .209**  .036 
Supervisor 1   .104  .079 
Supervisor 2   .101  .071 
Supervisor 3   .017  .018 
Supervisor 4   .005 -.014 
   
Step 2   
Non-work Role Commitment   .229* 

   
R2   .058  .058 
Change in R2   .080*  .022* 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Time Demands 
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Table 6b.  Relationship Between Non-work Role Commitment and Non-work 
Energy Demands 

 
 
Predictors Step 1 Step 2 
   
Step 1   
Job Demands  .006  .033 
Role Participation . 701***  .293*** 
Supervisor 1  .090  .025 
Supervisor 2  .156*  .084 
Supervisor 3 -.038 -.035 
Supervisor 4  .022 -.023 
   
Step 2   
Non-work Role Commitment   .546*** 

   
R2  .519***  .645*** 
Change in R2  .519***  .126*** 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Energy Demands 
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Table 7.  The Moderating Effect of Non-work Supportive Organizational 
Environment on the Relationship Between Non-work Role Demands and Work 

Engagement 
  
 
Predictors Step 1 Step 2 Step 3 Step 4 
     
Step 1     
Job Demands .331***  .332***  .336***  .333*** 
Role Participation -.106 -.156 -.156 -.157 
Supervisor 1 -.084 -.084 -.084 -.097 
Supervisor 2 -.133 -.141 -.144 -.154 
Supervisor 3 -.066 -.061 -.060 -.044 
Supervisor 4 -.061 -.062 -.063 -.056 
     
Step 2     
Time Demands  -.056 -.057 -.099 
Energy Demands   .085  .086  .109 
     
Step 3     
Non-work Supportive Organizational 
Environment 

  -.015 .010 

     
Step 4     
Time Demands X Non-work Supportive 
Organization 

   -.173* 

Energy Demands X Non-work Supportive 
Organization 

    .097 

     
R2 .126** .132 .132 .163* 
Change in R2 .126** .005 .000 .032* 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Work Engagement 
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Table 8.  Post-Hoc Analysis:  The Moderating Effect of Non-work Supportive 
Organizational Environment on the Relationship Between Physical & Emotional 

Energy and Work Engagement 
 
 
Predictors Step 1 Step 2 Step 3 Step 4 
     
Step 1     
Job Demands   .331***  .314***  .310***  .302*** 
Role Participation -.106 -.121 -.120 -.110 
Supervisor 1 -.084 -.033 -.032 -.054 
Supervisor 2 -.133 -.148 -.144 -.158 
Supervisor 3 -.066 -.055 -.056 -.034 
Supervisor 4 -.061 -.047 -.046 -.036 
     
Step 2     
Time Demands  -.037 -.035 -.077 
Emotional Energy Demands  -.340* -.346** -.383* 
Physical Energy Demands   .412**  .415**  .470** 
     
Step 3     
Non-work Supportive Organizational 
Environment 

    .016  .069 

     
Step 4     
Time Demands X Non-work Supportive 
Organization 

   -.164* 

Emotional Energy Demands X Non-
work Sup. Org. 

    .289* 

Physical Energy Demands X Non-work 
Sup. Org. 

   -.166 

     
R2  .126**  .170**  .170  .215* 
Change in R2  .126**  .044**  .000  .045* 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Work Engagement 
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Table 9.  The Relationship Between Work Engagement and Job Performance 
 
  
Predictors Step 1 Step 2 
   
Step 1   
Job Demands  .240**  .237** 
Role Participation -.009 -.008 
Supervisor 1  .341**  .342** 
Supervisor 2  .029  .030 
Supervisor 3 -.046 -.046 
Supervisor 4  .268*  .268* 
    
Step 2   
Work Engagement   .008 

   
R2  .152  .152 
Change in R2  .152  .000 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Job Performance 
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Tables 10 a-e.  Mediating Effect of Non-work Demands (Time and Energy) on the 
Relationship Between Non-work Role Commitment and Resource Acquisition  
 
 
10a:  Relationship between non-work role commitment and resource acquisition. 
Predictors Step 1 Step 2 
   
Step 1   
Job Demands  .002  .016 
Role Participation  .674*** .462*** 
Supervisor 1  .067  .033 
Supervisor 2  .165*  .128 
Supervisor 3  .032  .033 
Supervisor 4 -.004 -.027 
   
Step 2   
Non-work Role Commitment   .283** 

   
R2  .479***  .479** 
Change in R2  .170**  .044* 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Resource Acquisition 
 
 
10b:  Relationship between non-work role commitment and non-work time demands. 
Predictors Step 1 Step 2 
   
Step 1   
Job Demands -.011  .003 
Role Participation  .209**  .036 
Supervisor 1  .104  .079 
Supervisor 2  .101  .071 
Supervisor 3  .017  .018 
Supervisor 4  .005 -.014 
   
Step 2   
Non-work Role Commitment    .229* 

   
R2  .058  .080* 
Change in R2  .058  .022* 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Time Demands 
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Tables 10 a-e.  (continued) 
 
 
10c: Relationship between non-work role commitment and non-work energy demands 
Predictors Step 1 Step 2 
   
Step 1   
Job Demands  .006  .033 
Role Participation  .701***  .293** 
Supervisor 1  .090  .025 
Supervisor 2  .156*  .084 
Supervisor 3 -.038 -.035 
Supervisor 4  .022 -.023 
   
Step 2   
Non-work Role Commitment  .546*** 

   
R2  .519**  .645*** 
Change in R2  .519**  .126*** 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Energy Demands 
 
 
10d:  Relationship between non-work demands and resource acquisition. 
Predictors Step 1 Step 2 
   
Step 1   
Job Demands -.008   .000 
Role Participation  .682***   .326*** 
Supervisor 1  .058   .026 
Supervisor 2  .175*   .097 
Supervisor 3  .032   .050 
Supervisor 4 -.005  -.015 
   
Step 2   
Time Demands    .014 

Energy Demands    .484*** 

   
R2  .484***   .594*** 
Change in R2  .484***   .107*** 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Resource Acquisition 
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Tables 10 a-e.  (continued) 
  
 
10e:  Relationship between non-work role commitment and resource acquisition mediated 
by energy demands. 
Predictors Step 1 Step 2 Step 3 
    
Step 1    
Job Demands  .002  .016  .001 
Role Participation  .674  .462  .328*** 
Supervisor 1  .067  .033  .021 
Supervisor 2  .165*  .128  .089 
Supervisor 3  .032  .033  .050 
Supervisor 4 -.004 -.027 -.017 
    
Step 2    
Non-work Role Commitment  .283**  .033 
    

Step 3    
Energy Demands    .459*** 
    
R2 .479*** .513**  .588*** 
Change in R2 .479*** .034**  .075*** 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Resource Acquisition 
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Table 11.  The Relationship Between Resource Acquisition and Job Performance 
 
 
Predictors Step 1 Step 2 
   
Step 1   
Job Demands  .240**  .241** 
Role Participation -.009  .122 
Supervisor 1  .341**  .354** 
Supervisor 2  .029  .061 
Supervisor 3 -.046 -.040 
Supervisor 4  .268*  .266* 
   
Step 2   
Resource Acquisition  -.195* 

   
R2  .152***  .172* 
Change in R2  .152***  .020* 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Job Performance (19 item measure) 
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Table 12.  The Moderating Effect of Career Commitment on the Relationship 
Between Resource Acquisition (Skills, Information and Contacts) and Job 

Performance 
 
 
Predictors Step 1 Step 2 Step 3 Step 4 
     
Step 1     
Job Demands  .240**  .235**  .268**  .268** 
Role Participation -.009 -.020 -.019 -.019 
Supervisor 1  .341**  .322**  .314**  .314* 
Supervisor 2  .029  .013  .005  .003 
Supervisor 3 -.046 -.051 -.053 -.052 
Supervisor 4  .268*  .261*  .274  .276* 
     
Step 2     
Resource Acquisition: Skills, Information, 
Contacts 

  .061  .067  .068 

     
Step 3     
Career Commitment   -.090 -.088 
     
Step 4     
Resource Acquisition: Skills, Information, 
Contacts X Career Commitment 

    
-.013 

     
R2  .152***  .155  .162  .162 
Change in R2  .152***  .003  .006  .000 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Job Performance (19 item measure) 
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Table 13.  Post-Hoc Analysis:  The Moderating Effect of Job Tenure on the 
Relationship Between Resource Acquisition (Skills, Info., and Contacts) and 

Manager-Rated Job Performance (2 item measure) 
 
 
Predictors Step 1 Step 2 Step 3 Step 4 
     
Step 1     
Job Demands .241** .236** .204** .211** 
Role Participation .030 .019 .012 .004 
Supervisor 1  .346** .327** .305* .313** 
Supervisor 2 .212* .195 .194 .224* 
Supervisor 3 .070 .066 .040 .056 
Supervisor 4 .395** .388** .375** .397** 
     
Step 2     
Resource Acquisition: Skills, Information, 
Contacts 

 .062 .091 .064 

     
Step 3     
Job Tenure   .178* .177* 
     
Step 4     
Resource Acquisition: Skills, Information, 
Contacts X Job Tenure 

   
 

 
.152* 

     
R2 .126** .129 .159** .180* 
Change in R2 .126** .004 .029** .022* 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Job Performance (2 Item Measure) 
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Table 14.  The Relationships Between Job Performance, Work Engagement and 
Managerial Perceived Work Commitment 

 
 
Predictors Step 1 Step 2 
   
Step 1   
Job Demands .260*** .122* 
Role Participation .135* .150** 
Supervisor 1 .683*** .536*** 
Supervisor 2 .306** .306*** 
Supervisor 3 .177* .204** 
Supervisor 4 .315** .199* 
   
Step 2   
Job Performance  .451*** 

Work Engagement  .085 
   
R2   

.286*** 
 .465*** 

Change in R2 .286***  .179*** 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Managerial Perceived Work Commitment 
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Table 15a.  The Relationships of Job Performance and Managerial Perceived Work 
Commitment with Career Growth Prospects - Content 

 
  
Predictors Step 1 Step 2 Step 3 
    
Step 1    
Job Demands  .154*  .066  .013 
Role Participation  .054  .057  .009 
Supervisor 1 -.112 -.237* -.421*** 
Supervisor 2 -.131 -.141 -.243** 
Supervisor 3 -.361*** -.344*** -.413*** 
Supervisor 4 -.534*** -.632*** -.700*** 
    
Step 2    
Job Performance  .367***  .209** 
    

Step 3    
Managerial Perceived Work Commitment    .348*** 
    
R2 .274***  .388***  .454*** 
Change in R2 .274***  .114*  .066*** 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Content Career Growth 
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Table 15b.  Relationships of Job Performance and Managerial Perceived Work 
Commitment with Career Growth Prospects - Structural 

 
 
Predictors Step 1 Step 2 Step 3 
    
Step 1    
Job Demands  .045  .030  .018 
Role Participation  .071  .072  .061 
Supervisor 1 -.441*** -.463*** -.504*** 
Supervisor 2  .528***  .526***  .504*** 
Supervisor 3  .032  .035 .020 
Supervisor 4  .191**  .174*  .159* 
    
Step 2    
Job Performance  .065  .030 
    

Step 3    
Managerial Perceived Work Commitment    .076 
    
R2  .705***  .708  .712 
Change in R2  .705***  .004  .003 
 
 
***p<.001, **p<.01, *p<.05 
Dependent Variable:  Structural Career Growth 
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Figure 1.  General Model of Career Growth Prospects 
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Figure 2.  Revised Model of Career Growth Prospects 
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Figure 3:  The Moderating Effect of a Non-Work Supportive Organizational Environment on the Relationship  

Between Time Demands and Work Engagement 
 
 
  



  177 

 

 

 

1

1.25

1.5

1.75

2

2.25

2.5

2.75

3

3.25

3.5

3.75

4

4.25

4.5

4.75

5

Emotional Energy

W
or

k 
E

ng
ag

em
en

t

High Support Low Support

Low High

              
 

Figure 4:  The Moderating Effect of a Non-Work Supportive Organizational Environment on the Relationship  
Between Emotional Energy Demands and Work Engagement 

 
 
 



  178 

 

1

1.25

1.5

1.75

2

2.25

2.5

2.75

3

3.25

3.5

3.75

4

4.25

4.5

4.75

5

Skills, Information, & Contacts

Jo
b 

P
er

fo
rm

an
ce

High Tenure Low Tenure

Low High

 
 
 

 Figure 5:  The Moderating Effect of Job Tenure on the Relationship Between Resource Acquisition (Skills, Information and 
Contacts) and Job Performance
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Appendix A – Study Measures:  Staff 
 
 

 
Non-Work Role Commitment 
Adapted from Godshalk (1997) 

 
 
Non-work role commitment refers to the summation of an individual’s psychological 
commitment to a wide array of non-work roles.  Psychological commitment reflects the 
importance, or centrality, of a role to an individual’s self-identity (Greenberger & O’Neil, 
1993).   
 
Please indicate the importance of each of these activities in your life by clicking on the 
circle which most closely corresponds to the appropriate response.  If you do not 
participate in the activity, please click ‘Do not participate.’ 
 
Rating Scale: 
1=Unimportant 
2=Of little importance 
3=Moderately important 
4=Important 
5=Very important 
6=Do not participate 
 
 
1.  Participating in family activities (i.e., activities 
with immediate or extended family) 1 2 3 4 5 6 

2.  Volunteering in your community 1 2 3 4 5 6 

3.  Participating in religious activities 1 2 3 4 5 6 

4.  Being a student 1 2 3 4 5 6 

5.  Participating in leisure activities (e.g., sporting 
activities, recreational activities, hobbies, spending 
time with friends) 

1 2 3 4 5 6 
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Resource Acquisition 
 

For those activities in which you participate, please indicate the extent to which each 
statement describes you personally by placing a check next to the category which most 
closely corresponds to the appropriate response. 
 
 
Rating Scale: 
1=Not at all 
2=To a little extent 
3=To a moderate extent 
4=To a great extent 
5=To a very great extent 
 
 
1.  To what extent has participating in family 
activities… 
(If you do not participate in family activities, please skip to question 2) 

     

     a.  increased your skills (e.g., interpersonal  skills,  
multi-tasking skills).   1 2 3 4 5 

     b.  increased your self-confidence. 1 2 3 4 5 

     c.  provided you with information and advice. 1 2 3 4 5 

     d.  increased your social contacts. 1 2 3 4 5 

     e.  provided you with new ways of looking at 
people and situations. 1 2 3 4 5 

2.  To what extent has volunteering in your 
community… 
(If you do not volunteer in community activities, please skip to question 3) 

     

     a.  increased your skills (e.g., interpersonal  skills, 
multi-tasking skills).     1 2 3 4 5 

     b.  increased your self-confidence. 1 2 3 4 5 

     c.  provided you with information and advice. 1 2 3 4 5 

     d.  increased your social contacts. 1 2 3 4 5 

     e.  provided you with new ways of looking at 
people and situations. 1 2 3 4 5 

3.  To what extent has participating in religious 
activities… 
(If you do not participate in religious activities, please skip to question 4) 

     

     a.  increased your skills (e.g., interpersonal  skills, 
multi-tasking skills).     1 2 3 4 5 

     b.  increased your self-confidence. 1 2 3 4 5 

     c.  provided you with information and advice. 1 2 3 4 5 
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     d.  increased your social contacts. 1 2 3 4 5 

     e.  provided you with new ways of looking at 
people and situations. 1 2 3 4 5 

4.  To what extent has being a student… 
(If you are not a student, please skip to question 5) 

     

     a.  increased your skills (e.g., interpersonal  skills, 
multi-tasking skills).     1 2 3 4 5 

     b.  increased your self-confidence. 1 2 3 4 5 

     c.  provided you with information and advice. 1 2 3 4 5 

     d.  increased your social contacts. 1 2 3 4 5 

     e.  provided you with new ways of looking at 
people and situations. 1 2 3 4 5 

5. To what extent has participating in leisure 
activities… 
(If you do not participate in leisure activities, please skip to question 2) 

     

     a.  increased your skills (e.g., interpersonal  skills, 
multi-tasking skills).     1 2 3 4 5 

     b.  increased your self-confidence. 1 2 3 4 5 

     c.  provided you with information and advice. 1 2 3 4 5 

     d.  increased your social contacts. 1 2 3 4 5 

     e.  provided you with new ways of looking at 
people and situations. 1 2 3 4 5 
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Non-Work Role Demands – Time 
Adapted from Godshalk (1997) 

 
 
 
Please indicate the activities in which you participate outside of work by placing a check 
in the box next to the activity.  Next, for those activities in which you participate, please 
indicate the number of hours in an average week (including weekends) you spend in each 
of the activities. 
 
 

Activity Participate Number of Hours in an 
Average Week 

Participating in family activities (i.e., 
activities with immediate or extended 
family) 

  Yes    No _________Hours 
(to the nearest hour) 

Volunteering in your community   Yes    No _________Hours 
(to the nearest hour) 

Participating in religious activities   Yes    No _________Hours 
(to the nearest hour) 

Being a student   Yes    No _________Hours 
(to the nearest hour) 

Participating in leisure activities 
(e.g., sporting activities, recreational 
activities, hobbies, spending time 
with friends) 

  Yes    No _________Hours 
(to the nearest hour) 
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Non-Work Role Demands – Energy 
Adapted from May, Gilson, and Harter (2004) 

 
 
Please indicate the extent to which you disagree or agree with each of the following 
statements by placing a check next to the category which most closely corresponds to the 
appropriate response. 
 
 
 
Rating Scale: 
1=Strongly disagree 
2=Disagree 
3=Neutral 
4=Agree 
5=Strongly agree 
 
 

I really put my heart into…           

     1.  participating in family activities. 1 2 3 4 5 

     2.  volunteering in my community. 1 2 3 4 5 

     3.  participating in religious activities. 1 2 3 4 5 

     4.  being a student. 1 2 3 4 5 

     5.  participating in leisure activities. 1 2 3 4 5 

I often feel emotionally detached when…      

     1.  I participate in family activities. 1 2 3 4 5 

     2.  I volunteer in my community. 1 2 3 4 5 

     3.  I participate in religious activities. 1 2 3 4 5 

     4.  I am a student. 1 2 3 4 5 

     5.  I participate in leisure activities. 1 2 3 4 5 

I exert a lot of energy when…      

     1.  I participate in family activities. 1 2 3 4 5 

     2.  I volunteer in my community. 1 2 3 4 5 

     3.  I  participate in religious activities. 1 2 3 4 5 

     4.  I am a student. 1 2 3 4 5 
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     5.  I participate in leisure activities. 1 2 3 4 5 

I really exert myself to my fullest when…      

     1.  participating in family activities. 1 2 3 4 5 

     2.  volunteering in my community. 1 2 3 4 5 

     3.  participating in religious activities. 1 2 3 4 5 

     4.  being a student. 1 2 3 4 5 

     5.  participating in leisure activities. 1 2 3 4 5 
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Work Engagement 
May, Gilson, and Harter (2004) 

 
 

Please indicate the extent to which you DISAGREE or AGREE with each of the 
following statements by clicking on the circle which most closely corresponds to the 
appropriate response. 
 
Rating Scale: 
1=Strongly disagree 
2=Disagree 
3=Neutral 
4=Agree 
5=Strongly agree 
 

 
1.  Performing my job is so absorbing that I forget 
about everything else. 1 2 3 4 5 

2.  I avoid working overtime whenever possible.   1 2 3 4 5 

3.  I really put my heart into my job. 1 2 3 4 5 

4.  I often think about other things when 
performing my job. 1 2 3 4 5 

5.  I often take work home to do. 1 2 3 4 5 

6.  I get excited when I perform well on my job.   1 2 3 4 5 

7.  I am rarely distracted when performing my job. 1 2 3 4 5 

8.  I avoid working too hard. 1 2 3 4 5 

9.  I often feel emotionally detached from my job.   1 2 3 4 5 

10.  Time passes quickly when I perform my job. 1 2 3 4 5 

11.  I exert a lot of energy performing my job. 1 2 3 4 5 

12. My own feelings are affected by how well I 
perform my job. 1 2 3 4 5 

13. I stay until the job is done.     1 2 3 4 5 
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Supportive Non-Work Organizational Environment 
Adapted from Allen (2001) 

 
Please indicate the extent to which you DISAGREE or AGREE that each of the following 
statements represents the PHILOSOPHY OR BELIEFS OF YOUR FIRM (remember, 
these are not your own personal beliefs – but what you believe is the philosophy of your 
firm).  Select the category which most closely corresponds to your perception. 
 
Rating Scale: 
1=Strongly disagree 
2=Disagree 
3=Neutral 
4=Agree 
5=Strongly agree 
 
In my firm…. 

1. work should be the primary priority in a 
person’s life.   1 2 3 4 5 

2. employees who are highly committed to 
their personal lives cannot be highly 
committed to their work.   

1 2 3 4 5 

3. attending to personal needs, such as 
taking time off for sick children, is 
frowned upon.   

1 2 3 4 5 

4. individuals who take time off to attend to 
personal matters are not committed to 
their work.   

1 2 3 4 5 

5. it is assumed that the most productive 
employees are those who put their work 
before their personal life.   

1 2 3 4 5 

6. employees are given ample opportunity 
to perform both their job and their 
personal responsibilities well. 

1 2 3 4 5 
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Career Commitment 
Adapted from Blau (1995) 

 
Please indicate the extent to which you DISAGREE or AGREE with each of the 
following statements by clicking on the circle which most closely corresponds to the 
appropriate response. 
 
Rating Scale: 
1=Strongly disagree 
2=Disagree 
3=Neutral 
4=Agree 
5=Strongly agree 
 
1. If I could get another job, different from being a 

legal secretary and paying the same amount, I 
would probably take it. 

1 2 3 4 5 

2.  I definitely want a career for myself as a legal 
secretary. 1 2 3 4 5 

3. If I could do it all over again, I would not choose 
to be a legal secretary. 1 2 3 4 5 

4. If I had the money I needed without working, I 
would probably still continue to work as a legal 
secretary. 

1 2 3 4 5 

5.   I like this vocation too much to give it up. 1 2 3 4 5 

6.   This is the ideal vocation for me. 1 2 3 4 5 

7.  I am disappointed that I ever entered the legal 
secretary profession. 1 2 3 4 5 

8.  I spend a significant amount of personal time 
reading work-related journals or books. 1 2 3 4 5 
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Job Demands 
Adapted from Karasek (1979) 

 
Please indicate the extent to which you DISAGREE or AGREE with each of the 
following statements by clicking on the circle which most closely corresponds to the 
appropriate response. 
 
Rating Scale: 
1=Strongly disagree 
2=Disagree 
3=Neutral 
4=Agree 
5=Strongly agree 
 
1.  My job allows me to make a lot of decisions on 
my own. 1 2 3 4 5 

2.  I have a lot to say about what happens in my job. 1 2 3 4 5 

3.  In my job, I have very little freedom to decide 
how I work. 1 2 3 4 5 

 
 



  189 

 

Demographic and Background Variables - Staff 
 

1.  What is your age?  _____ 
 
2.  What is your gender?   

1.  Male 
2.  Female 

 
3.  Which of the following best describes your race? 

1.  African American 
2.  Asian 
3.  Caucasian 
4.  Hispanic 
5.  Native American 
6.  Other 

 
4.  What is the highest level of education you have completed? 

1. High school diploma/GED equivalent 
2. Associate’s Degree 
3. Bachelor’s Degree 
4. Master’s Degree 
5. Professional Degree (e.g. Law, Medicine) 

 
5.  What is your current marital status? 

1.  Married or living with a partner 
2.  Not married and not living with a partner 

 
5.  How long have you been employed by your current firm? 

1. Less than 3 months 
2. 3 months to less than 1 year 
3. 1 year to less than 3 years 
4. 3 years to less than 5 years 
5. 5 years to less than 10 years 
6. 10 years or longer 

 
6.  How long have you occupied your current position? 

1. Less than 3 months 
2. 3 months to less than 1 year 
3. 1 year to less than 3 years 
4. 3 years to less than 5 years 
5. 5 years to less than 10 years 
6. 10 years or longer 
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7.  How long have you reported to your current supervisor? 
1. Less than 3 months 
2. 3 months to less than 1 year 
3. 1 year to less than 3 years 
4. 3 years to less than 5 years 
5. 5 years to less than 10 years 
6. 10 years or longer 
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Appendix B – Study Measures:  Supervisor   
 

Job Performance 
 

Part 1.  Specific Ratings of Job Performance 
 
Please indicate the extent to which the employee fulfills each of the following job 
responsibilities by clicking on the circle which most closely corresponds to the 
appropriate response. 
 
Rating Scale: 
E=Area where Exceptional skill is evident 
M= Meets high performance standards of job 
A=Average 
N= Not meeting job standards or potential 
NA=Not applicable to job 
 
Typing/ Transcription:      

1. Transcribes tapes using appropriate 
format, correct spelling and proper 
punctuation 

E M A N NA 

2. Types statistical items accurately and 
quickly E M A N NA 

3. Completes typing assignments in a 
timely manner E M A N NA 

4. Operates word processing applications 
efficiently E M A N NA 

Proofing/Editing: E M A N NA 

5. Proofreads typed material for 
misspellings, typos and other errors E M A N NA 

6. Edits typed material for clarification and 
sentence structure E M A N NA 

7. Composes routine correspondence E M A N NA 

Administration: E M A N NA 

8. Prepares routine legal documents 
according to standard format (e.g., 
deposition notices) 

E M A N NA 

9. Collates and distributes documents (with 
cover letters, attachments, checks, etc.) 
to clients, courts, attorneys and other 
parties 

E M A N NA 
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10. Maintains tickler file E M A N NA 

11. Handles inquiries and conveys 
information to/from clients, attorneys 
and staff 

E M A N NA 

12. Handles files and correspondence for 
firm committees and/or professional 
associations in a timely fashion 

E M A N NA 

13. Assists in reviewing billing reports 
(typos, descriptions, etc.) and other 
problems 

E M A N NA 

Work Styles: E M A N NA 

14. Resourceful in obtaining information 
when requested E M A N NA 

15. Informs you of anticipated delays in 
completing assignments E M A N NA 

16. Seeks out and assumes new 
responsibilities E M A N NA 

17. Anticipates “crunches” and arranges for 
necessary secretarial and staff help E M A N NA 

18. Even under pressure, maintains pleasant 
manner with co-workers E M A N NA 

19. Is reliable in coming to work E M A N NA 

 
Part 2 .  General Ratings of Job Performance 
 
Please click on the circle which most closely corresponds to the appropriate response. 
  
Rating Scale: 
1=Far below expectations 
2=Somewhat below expectations 
3=Meets expectations 
4=Exceeds expectations 
5=Far exceeds expectations 
 
1.  Overall, how would you rate the quality 
of the employee’s job performance 1 2 3 4 5 

2.  Overall, how would you rate the quantity 
of work the employee produces 1 2 3 4 5 
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Managerial Perceived Work Commitments 
Adapted from Meyer and Allen (1991) 

Adapted from Blau (1995) 
 

Please indicate the extent to which you DISAGREE or AGREE with each of the 
following statements by clicking on the circle which most closely corresponds to the 
appropriate response. 
 
Rating Scale: 
1=Not at all 
2=To a little extent 
3=To a moderate extent 
4=To a very great extent 
5=To a very great extent 
 
 

11. The employee appears to be highly 
committed to this firm. 1 2 3 4 5 

12. Being a legal secretary appears to be 
important to the employee’s self-image. 1 2 3 4 5 

13. The employee appears to be emotionally 
attached to this firm. 1 2 3 4 5 

14. The employee appears to regret having 
entered the legal secretary field. 1 2 3 4 5 

15. The employee appears to view this firm’s 
problems as his or her own. 1 2 3 4 5 

16. The employee appears to be proud to be a 
legal secretary. 1 2 3 4 5 

17. The employee appears to really care about 
the fate of this firm. 1 2 3 4 5 

18. The employee appears to dislike being a 
legal secretary. 1 2 3 4 5 

19. The employee appears to identify with being 
a legal secretary. 1 2 3 4 5 

20. The employee appears to be enthusiastic 
about being a legal secretary. 1 2 3 4 5 
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Career Growth Prospects 
Adapted from Milliman (1992) 

 
 
Please indicate the extent to which you DISAGREE or AGREE with each of the 
following statements by clicking on the circle which most closely corresponds to the 
appropriate response. 
 
Rating Scale: 
1=Not at all 
2=To a little extent 
3=To a moderate extent 
4=To a very great extent 
5=To a very great extent 
 

1.  It is likely that this employee will be 
promoted within this firm. 1 2 3 4 5 

2.  It is likely that this employee will be 
continually challenged in his or her current 
job. 

1 2 3 4 5 

3. This employee has reached a point where it 
is unlikely that he or she will move higher in 
this firm. 

1 2 3 4 5 

4. It is likely that this employee will learn and 
grow within his or her current job. 1 2 3 4 5 

5. The likelihood that this employee will move 
ahead in this firm is limited. 1 2 3 4 5 

6. It is likely that this employee’s 
responsibilities within his or her current job 
will increase significantly in the future. 

1 2 3 4 5 

7. It is likely that this employee will advance to 
a higher level in this firm. 1 2 3 4 5 

8. It is likely that this employee’s job will 
continually require him or her to expand his 
or her abilities and knowledge. 

1 2 3 4 5 

9. This employee is unlikely to obtain a higher 
level job in this firm. 1 2 3 4 5 

10. It is likely that this employee’s job will 
constantly challenge him or her. 1 2 3 4 5 

11. In this firm, the opportunities for upward 
movement are limited for this employee. 1 2 3 4 5 
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Demographic and Background Variables - Supervisor 
 

1.  What is your age?  _____ 
 
2.  What is your gender?   

1.  Male 
2.  Female 

 
3.  Which of the following best describes your race? 

1.  African American 
2.  Asian 
3.  Caucasian 
4.  Hispanic 
5.  Native American 
6.  Other 

 
4.  What is the highest level of education you have completed? 

6. High school diploma/GED equivalent 
7. Associate’s Degree 
8. Bachelor’s Degree 
9. Master’s Degree 
10. Professional Degree (e.g. Law, Medicine) 

 
5.  How long have you been employed by your current firm? 

7. Less than 3 months 
8. 3 months to less than 1 year 
9. 1 year to less than 3 years 
10. 3 years to less than 5 years 
11. 5 years to less than 10 years 
12. 10 years or longer 

 
6.  How long have you occupied your current position? 

7. Less than 3 months 
8. 3 months to less than 1 year 
9. 1 year to less than 3 years 
10. 3 years to less than 5 years 
11. 5 years to less than 10 years 
12. 10 years or longer 

 
7.  How long has this employee reported to you? 

7. Less than 3 months 
8. 3 months to less than 1 year 
9. 1 year to less than 3 years 
10. 3 years to less than 5 years 
11. 5 years to less than 10 years 
12. 10 years or longer 
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Appendix C – Invitation to Participate Letter 
 
 

    
 
 
 
 
 
Dear Legal Secretary, 
 
 
This letter is an invitation for you to participate in a research study conducted by 
researchers at Drexel University.  (Firm name) has agreed to participate in this study, 
which seeks to understand a number of issues that are relevant to the careers of legal 
secretaries.  You will be asked to complete an on-line survey that includes a variety of 
questions about your interests and activities outside of work, as well as your attitudes 
toward and perceptions of your career. The survey should take about 15 minutes of your 
time and your responses will be completely anonymous and confidential.   
 
Within the next week, you will receive an email from (firm name) that will include a 
hyper-link to the study survey.  The first item of the survey will ask you to enter the 6-
digit Confidential Research Code Number located on the top right hand corner of this 
letter.  We ask that you keep this letter handy so that you will be able to accurately enter 
this number on the survey.  Please note that it is vitally important that you enter this 
number correctly.  Firm management has also been invited to participate in this study and 
this code will allow the researchers to correlate responses.  Please note, however, neither 
firm management nor anyone else in the firm will have access to your responses.  
Moreover, because we will not know your identity, your responses are truly anonymous.   
 
We ask that you please consider participating in this study.  Although your participation 
in this study is highly valued, it is absolutely voluntary.  Please note that all analyses and 
reports will be in aggregate form and therefore will be based on groups of respondents, 
rather than individuals.  
 
Thank you for your consideration. 
 
Sincerely, 
 
 
 
Jeffrey H. Greenhaus, Professor of Management 
Christy H. Weer, Doctoral Candidate in Management 

 
 
 

Confidential Research 
Code Number 
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