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Abstract 

The corporate landscape induces numerous challenges regarding sustained 

productivity, creating a committed workforce, and addressing the increasing level of 

user dependence on technology. As employee dependence on technology 

increases, it becomes vital to not only understand the concept of employee 

commitment but also the impact and influence that technology has on such 

commitment. Mobile knowledge workers are highly dependent on technology to 

complete their tasks. The mobile landscape poses various challenges to a mobile 

knowledge worker; these are, amongst others, connectivity issues, alienation and 

isolation from their colleagues, reduced opportunities for relationship building, and 

a degraded corporate identity.  

Whilst implementing technology to address the various challenges brought about 

by the mobile work landscape is a noble goal, it is important that the technology 

earmarked for introduction to the workers is appropriate for the end-users of the 

technology and the tasks the workers need to complete. By exploring the research 

questions presented in this study, this study investigates the influence that 

technology has on the organisational commitment of mobile knowledge workers and 

how technology can be leveraged to influence their organisational commitment. This 

study found that research on the organisational commitment of specifically mobile 

knowledge workers is lacking in the current knowledge base.   

The study, therefore, contributes to the current knowledge base by starting to 

address the gap in the current knowledge base pertaining to the organisational 

commitment of mobile workers. The deliverable is a novel Mobile Worker 

Commitment framework that establishes which aspects of the organisational 

commitment of mobile knowledge workers are influenced by technology.  

Organisations can use the Mobile Worker Commitment framework when attempting 

to understand organisational commitment from mobile knowledge workers' 

viewpoint and as a guide when considering where to spend effort and/or resources, 

should they wish to influence the organisational commitment of mobile knowledge 

workers.  
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Opsomming 

Die korporatiewe landskap bring verskeie uitdagings vir volgehoue produktiwiteit, 'n 

toegewyde arbeidsmag, en die toenemende afhanklikheid van tegnologie mee. 

Soos wat werknemers se afhanklikheid van tegnologie verhoog, word dit belangrik 

om nie net die konsep van werknemertoewyding te verstaan nie, maar ook die 

impak en invloed van tegnologie op werknemertoewyding. Mobiele kenniswerkers 

is hoogs afhanklik van tegnologie om hulle daaglikse take te voltooi. Die landskap 

het verskeie uitdagings vir mobiele kenniswerkers, onder andere, uitdagings met 

internetverbindings, isolasie van kollegas, kleiner kanse om verhoudings met 

kollegas te bou, en 'n laer korporatiewe identiteit. 

Terwyl die implementasie van tegnologie om die bogenoemde uitdagings te 

bekamp 'n edele doelwit is, is dit belangrik dat die tegnologie wat geoormerk word, 

gepas is vir die tegnologiegebruikers. Die navorsingsvrae in hierdie studie 

ondersoek die impak van tegnologie op die korporatiewe toewyding van mobiele 

kenniswerkers en hoe tegnologie deur 'n maatskappy gebruik kan word om 

korporatiewe toewyding te beïnvloed. Hierdie studie het bevind dat navorsing oor 

die toewyding van spesifiek mobiele kenniswerkers in die huidige kennisbasis 

ontbreek. 

Die studie dra dus tot die kennisbasis by deur die gaping in die toewyding van 

mobiele kenniswerkers te ondersoek. Die studie lê 'n nuwe raamwerk voor, naamlik 

die "Mobiele Werkertoewydingsraamwerk", wat die aspekte van die toewyding van 

mobiele kennis werkers identifiseer wat tegnologie kan beïnvloed. 

Maatskappye kan die raamwerk gebruik om dieper kennis rakende korporatiewe 

toewyding vanuit mobiele kenniswerkers se oogpunt te bekom. Die raamwerk kan 

ook as 'n gids dien vir maatskappye om vas te stel hoe om hul tyd en hulpbronne te 

spandeer indien hulle die korporatiewe toewyding van mobiele kenniswerkers wil 

beïnvloed. 
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Kgutsufatso 

Boemo ba kgwebo bo baka diphephetso tse ngata mabapi le tlhahiso e tsitsitseng, 

ho bopa basebetsi ba ikemiseditseng, le ho sebetsana le boemo bo ntseng bo 

eketseha ba tshebediso ya mosebedisi theknolojing. Ha ho itshetleha ha mohiruwa  

theknolojing ho eketseha, ho ba bohlokwa ho se utlwisise mohopolo wa boitlamo 

ba mohiruwa feela empa le tshusumetso le eo mahlale a moraorao a nang le yona 

boitlamong bo jwalo. Basebetsi ba tsebo ya mehala ba itshetleha haholo hodima 

theknoloji ho phethela mesebetsi ya bona. Tikoloho ya mehala e hlahisa 

diphephetso tse fapaneng ho mosebeletsi wa tsebo ya mehala; Hara tse ding, tsena 

ka ditaba tsa kgokahano, karohano le ho itshehla thajana ho basebetsimmoho le 

bona, menyetla e fokotsehileng ya ho aha dikamano, le boitshwaro bo senyehileng 

ba dikgwebo. 

Le ha ho kenya tshebetsong ha mahlale a moraorao ho sebetsana le diqholotso tse 

fapaneng tse tlisitsweng ke sebaka sa mosebetsi wa mehala ke sepheo se setle, 

ho bohlokwa hore theknoloji e reretsweng ho tsebiswa basebetsi e loketse 

basebedisi ba qetello ya mahlale le mesebetsi eo basebetsi ba hlokang ho e 

phethela. Ka ho hlahloba dipotso tsa dipatlisiso tse hlahisitsweng phuputsong ena, 

phuputso ena e batlisisa tshusumetso eo mahlale a nang le yona boitlamong ba 

mokgatlo ya basebetsi ba tsebo ya mehala le hore na theknoloji e ka sebediswa 

jwang ho susumetsa boitlamo ba bona ba mokgatlo. Phuputso ena e fumane hore 

dipatlisiso mabapi le boitlamo ba mokgatlo ba basebetsi ba tsebo ya mehala ka 

kotloloho di a haella motheong wa hajwale wa tsebo. 

Phuputso, ka hona, e kenya letsoho motheong wa tsebo ya hajwale ka ho qala ho 

sebetsana le lekgalo le teng setsing sa tsebo sa hajwale se mabapi le boitlamo ba 

mokgatlo ba basebetsi ba mehala. Seo se ka tsamiswang ke moralo wa boitlamo 

wa Mobile Worker Commitment o netefatsang hore na ke dikarolo dife tsa mokgatlo 

wa basebetsi ba tsebo ya mehala di ka susumetswang ke tekhnoloji. 

Mekgatlo e ka sebedisa moralo wa Boitlamo ba Basebetsi ba Mobile ha e leka ho 

utlwisisa boitlamo ba mokgatlo ho tswa ntlheng ya tjhebo ya basebetsi ba tsebo ya 

mehala hape e le tataiso ha e nahanisisa ka moo e ka sebedisang boiteko le / kapa 

disebediswa, haeba e lakatsa ho susumetsa boitlamo ba mokgatlo ba basebetsi ba 

tsebo ya mehala. 
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Mareo a Bohlokwa 

Khomphutha ya mohala; Basebetsi ba nang le tsebo ya mehala; Boitlamo ba 

mokgatlo; Tshusumetso ya theknoloji; Mosebetsi-technology loketseng; Dibaka tsa 

mosebetsi wa bo-hloma-o-hlomole; Kameho ya theknoloji dikamanong tsa 

mosebetsi; Boitlamo mosebetsing. Matla a / tshusumetso ya theknoloji setsong sa 

mokgatlo; Tshehetsa melawana ya basebetsi ba mehala; Boitlamo. 
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Chapter 1.  Introduction to this study 

Figure 1-1: Chapter 1 in context with the overall thesis 

 

Source: Synthesised by the researcher 
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This study addresses the impact that technology has on the organisational 

commitment of mobile knowledge workers and can assist organisations in 

formulating their strategic plans should they endeavour to influence the 

organisational commitment of their mobile workforce. The following chapter will 

provide the reader with an overview of the goals and design methodology of this 

study and provide a background to the rest of this thesis. 

1.1 Introduction 

The ever-evolving corporate landscape and an increasing dependency on 

technology have given rise to novel challenges that are presented with the drive 

towards sustained productivity and the creation and retention of a workforce that 

shows high levels of organisational commitment (Lumley et al., 2011; Bhati & Dixit, 

2012). 

The creation of a committed workforce has been of interest to academics since the 

early 1950s. Addressing the challenges of establishing committed workforces is 

thus not a contemporary idea (Cohen, 2003). Employee commitment and the factors 

influencing commitment are some of the most challenging and researchable 

concepts in management and organisational theories (Kaur & Sandhu, 2010; Bhati 

& Dixit, 2012) with ongoing research being done. 

Various strategies for improving commitment have been proposed in current 

literature. However, one strategy that deserves more attention than it is currently 

afforded is the impact that the increased dependency on technology has on the 

commitment of employees. This study provides a deeper understanding of this 

impact and proposes a framework to address the impact of technology on the 

organisational commitment shown by employees, with specific focus on mobile 

knowledge workers. 

Employees with high commitment have the potential of providing organisations with 

several benefits.  
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According to Bhati and Dixit (2012) these benefits can include: 

• reduced absenteeism; 

• reduced employee turnover; 

• retention of knowledge and human capital; 

• higher performance of employees; 

• sustained productivity; and 

• a more secure and stable workforce. 

One of the highly valued benefits of having committed employees stems from the 

fact that commitment has been shown to positively influence employee productivity. 

The importance of fostering and retaining commitment amongst employees can be 

ascribed to, amongst others, the impact of losing employees after spending 

resources on training and developing employees, the cost of lost productivity, the 

high expenditure of the recruitment process and the hidden cost of lost productivity 

(Ahsan, Gun Fie, Foong et al., 2013). 

It can be argued that if organisations wish to reap the benefits of a committed 

workforce and also retain knowledgeable and valued employees, strategies aimed 

at increasing the commitment employees show towards the organisation should be 

an important aspect of the organisation’s overall strategy. 

1.2 Literature review 

The literature suggests that not all employees experience organisational 

commitment in the same manner (Lumley et al., 2011). The factors which may 

positively influence the commitment of one group of employees may not hold for 

another (Robberts et al., 2015). Keeping this in mind, organisations need to 

understand the needs of the employees that they are trying to influence and 

consider custom strategies for the various groups of employees. 

For example, the factors that would influence the commitment of a mobile worker 

differ from the factors that would influence an office-bound worker. 
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Example 1-1 

• An office-bound worker with set working hours, such as 08:00 to 17:00, may 

not find the ability to seamlessly connect to the company networks and 

resources outside their set working hours as influential as a mobile worker, 

who may be travelling the country and connecting to networks and resources 

at infrequent intervals in order to perform their tasks. 

Example 1-2 

• Office-bound workers are usually in relatively close contact with their 

colleagues and can foster relationships by physically being in contact with 

colleagues. Mobile workers, where they are not physically present in the 

office, need to depend on technology as an enabler to building relationships 

with colleagues. 

The researcher has noted that current literature tends to focus on the commitment 

of office-bound workers without much consideration being given to mobile 

knowledge workers. With the aim of addressing the gap in the current knowledge 

base pertaining to the commitment of mobile knowledge workers, this study, 

therefore, focusses on a particular group of employees, namely mobile knowledge 

workers, who are dependent on the use of technology to build relationships, engage 

with organisational culture, and perform the tasks/duties expected of them.  

Robberts et al. (2015) discuss mobile knowledge workers and identifies that they 

have different needs than the needs of their office-bound counterparts and that 

different strategies and frameworks need to be implemented to provide an optimally 

supportive environment, especially when considering the heavy dependence mobile 

knowledge workers have on technology. Due to this difference in environmentally 

impacting factors, it stands to reason that the factors influencing the commitment of 

mobile workers also differ. 

Robberts et al. (2015) notes that one of the goals for organisations should be to 

understand the needs of the employees they wish to influence and to find strategies 

suitable for those employees. Implementation of any strategy should be done 

cautiously and with adequate planning and understanding, as the haphazard 

implementation of any strategy has the potential of derailing the goals of the 
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organisation and causing disruption and confusion amongst employees. As 

Robberts et al. notes, organisations must understand the implications and 

limitations of their selected strategy.  

Much research has been done on the commitment of office-bound knowledge 

workers. There is however a paucity of research and knowledge relating to the 

commitment of mobile knowledge workers, with the impact of technology on 

commitment being researched even less (Ojala & Pyoria, 2018). From the literature 

review it has been found that mobile knowledge workers tend to show lower levels 

of organisational commitment.  

As employees with high levels of organisational commitment can provide 

organisations with benefits such as increased productivity, it is worthwhile spending 

time finding strategies that are able to increase the organisational commitment of 

mobile knowledge workers.  

It is also of importance that organisations recognise the role that technology plays 

in the daily operations of their mobile workforce (Ojala & Pyoria, 2018). As mobile 

knowledge workers depend on technological tools to perform their tasks and interact 

with other employees and/or company resources, it makes sense that whichever 

strategy the organisation chooses to implement, technology should ideally form a 

big part of it. 

This gives rise to the problem statement of this study.  

1.2.1 Problem statement 

To what extent does technology have an impact on the organisational 

commitment of mobile knowledge workers?  

To satisfactorily address the problem statement, various research questions need 

to be answered in order to achieve the objective of this study, which is to develop 

a technological framework to address the areas that impact mobile worker 

commitment. 
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Research question 1 (RQ1) 

What are the key differences between the organisational commitment shown by 

office-bound knowledge workers and mobile knowledge workers? 

Research question 2 (RQ2) 

Which technological challenges do mobile knowledge workers face that influence 

the commitment they show towards their organisations? 

Research question 3 (RQ3) 

Which factors can be addressed to influence the organisational commitment of 

mobile knowledge workers? 

The research questions aim to delve deeper into the paradigm of mobile knowledge 

workers and elucidate the interplay between technology and the organisational 

commitment of these employees to achieve the research objective. A valuable 

contribution to the perception and support of mobile knowledge can be made if 

research on these variables is done. 

By meeting the objective of this study, the resulting instrument will take the form of 

a framework that can aid organisations with the introduction of technological 

strategies to influence the organisational commitment of mobile knowledge workers. 

1.3 Research design and methodology 

The objective of this study is to create a framework of the impact of technology on 

the commitment of mobile knowledge workers. The experiences and perceptions of 

mobile knowledge workers need to be considered and analysed and summarised 

to find the underlying meaning. As such, a phenomenological approach is fitting 

as the underpinning philosophy for this study, as it ensures that rich amounts of 

data can be extracted from the subjective experience of the research participants; 

their perspective on the research topic is taken into account when addressing the 

questions posed by this study. The research methodology that will be followed 

during this study is discussed in more detail in Chapter 3.  
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In order to obtain the data that will inform the resulting output of this study, a strategy 

with a flexible approach is deemed most appropriate. To this end, the researcher 

regards a qualitative study most suitable to achieve this goal as it will allow for an 

interpretive, naturalistic approach and a flexible structure. 

With the aim of creating the framework that forms the output of this study, the 

researcher will establish what the current state of knowledge is concerning 

commitment theory and devise a theoretical framework of commitment.  

The commitment framework will form the theoretical support for the research 

instruments as well as the resultant output of this study. 

During the data gathering process of this study, information regarding the impact of 

technology on mobile worker commitment will be obtained. This data will be used to 

create the output of this study, namely the Mobile Worker Commitment (MWC) 

framework. 

1.3.1 Data Gathering 

The literature review will focus on three areas from a theoretical point of view and 

examine how each of these areas relates to mobile knowledge workers and the 

technology they use. The three focus areas are: 

• general commitment theory, 

• occupational commitment theory and 

• organisational commitment. 

From the information obtained during the literature review, the researcher will be 

able to provide theoretical support for the aspects of commitment that will be 

considered during the administration of a survey. The focus areas of the survey will 

encompass several aspects, as shown in Table 1-1. 
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Table 1-1: Focus areas of the survey 

Survey focus area Overview 

General commitment measures Questions from the Occupational 

Commitment Questionnaire (also 

known as the OCQ) (Table 2-8) will be 

included in order to allow for linking 

with answers and information provided 

by respondents. 

Demographics Certain demographic factors could 

have an influence on organisational 

commitment, for example Affum-Osei, 

et al. (2015) indicate that there is a 

strong relationship between 

demographic variables and 

organisational commitment. 

Job characteristics Questions pertaining to job-related 

factors such as work/life balance, tasks 

completion support, job crafting and 

the level of responsibility afforded to 

the employee will provide the 

researcher with an understanding of 

the experiences and perceptions that 

respondents have with regards to the 

job they are currently employed in. 
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Table 1-1 (continued). 

Survey focus area Overview 

Work environment The work environment and culture of 

the organisation in which the employee 

is employed has an impact on the 

employee’s ability to form a positive 

corporate identity and influences the 

employee’s attitude towards his 

employer (Chandna & Krishnan, 

2009).  

Amongst others, these factors have 

been shown as important factors in the 

fostering of positive organisational 

commitment. 

Relationships This study assumes that respondents 

perform tasks and duties in an 

environment where information and 

knowledge are shared with other 

employees. The questions included in 

this section will provide information 

that will deal with the work 

relationships (or lack thereof) that the 

employee has with peers and 

supervisors, as well as expectations 

the respondent may harbour towards 

these relationships. 

Source: Synthesised by the researcher 

Mobile knowledge workers are especially dependent on technology by virtue of 

them working in a mobile manner, and as such, the influence of technology on the 

focus areas of the survey (Table 1-1) will be included and explored.  
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The constraining and/or enhancing impact of technology on the areas explored in 

the survey will form the backbone of the final output of this study. 

1.3.2 Framework design 

The researcher envisions the creation of two artefacts – firstly, a framework of 

commitment that will be built by drawing from commitment theory and related 

knowledge as gathered during the literature review. The framework of commitment 

will guide the researcher in designing a survey that focusses on the identified areas 

(Table 1-1) in order to elucidate the impact of technology on commitment. 

The commitment framework will then be enhanced and adjusted by applying the 

findings from the survey to produce a new framework and achieve the objects of 

this study and resultant output, namely the Mobile Worker Commitment (MWC) 

framework.  

The MWC framework will be built upon principles from the commitment framework 

by focussing specifically on mobile knowledge workers and how technology impacts 

the organisational commitment shown by them. 

1.4 Assumptions, scope and limitations 

1.4.1 Scope 

The group of employees that are targeted in this study is technology-enabled 

employees performing work in a mobile manner, according to the definition put forth 

in Definition 2.5. Furthermore, the respondent group includes employees that, even 

though they are mainly working remotely, have access to a physical office location 

should it be required. The target respondents are in the employ of an organisation, 

in other words, self-employed individuals are excluded from this study. By virtue of 

organisational commitment generally being focussed towards the employing 

organisation, the researcher does not deem this concept relevant to self-employed 

individuals. 

Regionally the target group is localised to the South African context, as the 

researcher acknowledges that the factors driving employees in different global 

regions may differ. 
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Pertaining to the research tools, questions related to the active seeking of 

alternative employment opportunities have been omitted to reduce the personal 

nature of the surveys and also to reduce possible harmful outcomes for the 

respondents. 

To limit scope, this study focusses on two types of commitment, namely 

organisational commitment and occupational commitment (Chapter 2) and how 

these relate to mobile knowledge workers and the technological environment 

underpinning their activities. 

Considerable effort has been devoted to researching commitment towards the 

organisation, and its impact on employees’ intention to leave the organisation and 

the job satisfaction the employee experiences. It is however beyond the scope of 

this research to delve deeper into the relationship between intent to leave and 

commitment as this is not the purpose of this study. Establishing a definition for “job 

satisfaction” is also regarded as out of scope. 

1.4.2 Assumptions 

The literature review has shown that mobile knowledge workers generally have 

higher levels of occupational commitment, as opposed to organisational 

commitment. The researcher accordingly accepts this statement to be accurate.  

This study further assumes that respondents to the survey (that forms part of the 

data gathering phase of this study) perform tasks and duties in an environment 

where information and knowledge are shared with other employees. 

1.4.3 Limitations 

The researcher accepts that the findings of this study may be more suitable for an 

individualistic Western society rather than for a collectivist society like China, such 

as shown by the research of Xie et al. (2012). 

Furthermore, the relationship between intent to leave and commitment will not be 

discussed in fine detail as it falls outside the purpose of this study. 
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The researcher also acknowledges that the presence of the researcher during the 

interview may have biased the responses (Creswell, 2013). It is also plausible that 

not all respondents were equally perceptive and articulate during their interviews. 

As the respondents are all in the employ of companies based in Gauteng, the 

researcher recognises that this study may not be wholly applicable to mobile 

knowledge workers across other provinces in South Africa. 

Further possible study limitations from the respondent group are seen in the 

predominantly male respondents. The non-equal gender distribution is however in 

line with the findings of Acord (2018), Murthy (2015) and Stats SA (2018) which 

highlight a male-dominated gender distribution in various industries, including the 

insurance industry.  

The interview respondents consisted of 16 individuals. This limits the research to 

some extent as the number of respondents cannot be regarded as wholly 

representative of all employees employed as mobile knowledge workers. The 

researcher further acknowledges that, retrospectively, the use of the term “peer” 

might not have been understood in the same manner by all survey respondents, 

and certain questions depended on an understanding of the term, hence might not 

have reflected correctly. 

1.5 Structure of this document 

This document follows a linear structure with the goal of providing the reader with a 

logical flow of ideas. The chapters are as follows. 

Chapter 1 - Introduction 

The first chapter provides the reader with a background to this study, including an 

overview of the theories motivating the research activities of the researcher, as well 

as an introduction to the research design and scope. 

Chapter 2 – Literature Review 

This chapter deals with the main theoretical points as relevant to the outcomes of 

this study. Chapter 2 presents the reader with a theoretical background of 
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commitment theory and identifies various propositions regarding organisational 

commitment. These propositions are then used to form the theoretical framework of 

commitment that underlies the resultant outcome of this study. Where the 

researcher was able to determine models and/or frameworks pertaining to the 

influence of technology on commitment theory these are also highlighted. At the end 

of this chapter, a theoretical framework of commitment is presented and discussed. 

Chapter 3 – Research design and methodology 

The third chapter offers an in-depth discussion of the research design and 

methodology, as well as underlying philosophical principles that influence the 

creation of the final output of this study, namely the Mobile Worker Commitment 

(MWC) framework. 

Chapter 4 – Data analysis 

Chapter 4 takes the reader through the analysis of the collected survey data and 

how it combines to form the Mobile Worker Commitment (MWC) framework. A 

specific focus on the technological impact mobile workers experience and its 

influence on the theoretical framework of commitment established in Chapter 2 is 

provided; various propositions regarding the organisational commitment of mobile 

knowledge workers are then defined. 

Chapter 5 – Framework discussion 

In this chapter, the propositions as identified in Chapter 4 are used to devise a 

framework pertaining to the impact of technology on the organisational commitment 

of mobile knowledge workers, namely the Mobile Worker Commitment framework 

(MWC framework). This chapter discusses the MWC framework in more detail, and 

the implications of the framework on mobile knowledge workers and organisations 

are explored. 

Chapter 6 - Conclusion 

Chapter 6 concludes this study by presenting the reader with a summary of the 

research questions and the researcher’s response to each. Possible future research 

topics are also provided. 
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By following the chapter layout as depicted in Figure 1-2, the researcher aims to 

provide the reader with a logical path through the theories underpinning the MWC 

framework and how these theories, in combination with the collected data, 

culminates in the MWC framework.  

Figure 1-2: Chapter layout 

 

Source: Synthesised by the researcher 

The next chapter will deal with the literature review that informed this study, as well 

as provide the reader with information around the establishment of a theoretical 

model of commitment. 
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Chapter 2.  Understanding employee commitment 

Figure 2-1: Chapter 2 in context with the overall thesis 

 

Source: Synthesised by the researcher 
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Chapter 1 introduced the reader to the purpose, scope, assumptions and 

methodology that underpins this study. An overview of the problem statement and 

research methodology was also provided.  

The researcher believes it important to gain an understanding of the theory that 

underpins this study before the technological impact on commitment can be fully 

appreciated and explored in subsequent chapters. Accordingly, this chapter will 

delve deeper into the concepts of employee commitment, culminating in a 

framework of commitment that forms the theoretical foundation of the output of this 

study, namely the Mobile Worker Commitment (MWC) framework. The researcher 

notes that part of the research in this chapter appeared as a peer-reviewed 

conference paper in Robberts et al. (2018). 

2.1 Introduction 

The current corporate landscape brings with it numerous novel challenges 

regarding sustained productivity and creating a committed workforce (Bhati & Dixit, 

2012:35) and an increase in the level of user dependence on technology (Tarafdar 

et al., 2011) and their daily interactions with technology. 

The concept of a committed workforce has been of research interest to academics 

since the late 20th century, for example Brown (1969), Grusky (1966), Hall et al. 

(1970), Mowday et al. (1979) and Scholl (1981). As employee dependence on 

technology increases, it becomes important to not only understand the concept of 

employee commitment but also the impact and influence that technology has on it. 

The commitment of employees, the factors influencing commitment, and how 

commitment relates to organisational efficiency and productivity are arguably of the 

most challenging and researchable concepts in the fields of management and 

organisational behaviour (Kaur & Sandhu, 2010; Bhati & Dixit, 2012).  

Various studies (specific references are provided in this chapter) have been 

completed with the purpose of investigating the concept of employee commitment, 

the factors affecting it and how available tools, such as technology, can be used to 

influence it. This chapter provides an overview of the most prominent research and 

theories.  
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It is noticeable that from the various theories, models and frameworks available that 

the concept of commitment, especially as it pertains to mobile knowledge workers 

and the technological environment in which they operate, is not discussed as often 

in the literature (Kim & Mueller, 2010; Ojala & Pyoria, 2018).  

As will be discussed in this chapter, the commitment of mobile knowledge workers 

differs from what is traditionally expected of employees, specifically as it relates to 

the high levels of dependence that mobile knowledge workers have on technology 

to perform their tasks. The fact that few studies have focussed or given attention to 

this group of workers could have negative outcomes for organisations, such as 

when initiatives are implemented that do not take mobile knowledge workers’ 

dependence on technology into account, leaving the mobile knowledge workers 

feeling “left out” of the initiative. 

Although the literature on commitment is extensive, an accepted and 

comprehensive definition of the term “commitment” is difficult to ascertain from 

current literature as is also noted by Kaur and Sandhu (2010) and Meyer and 

Herscovitch (2001). As shown in Table 2-1 employee commitment has been defined 

in several ways over the years. 

Table 2-1: Different definitions of employee commitment 

Author Definition 

Grusky, (1966:489) The relationship a member shows towards 

the whole is indicative of the level of 

organisational commitment of that member. 

Brown (1969:346) The definition of commitment is based on 

various considerations:  

• membership;  

• the current position of the individual; 

• possible predictive potential; and 

• relative relevance of motivational factors. 
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Table 2-1 (continued). 

Author Definition 

Hall et al. (1970:176) The integration of individual and 

organisational goals. 

Mowday et al. (1979:226) The strength of an individual’s 

identification with, and participation in, 

an organisation. 

Scholl (1981)  The stability of the behaviour shown by 

an employee when expected 

conditions are not met. 

Meyer and Allen (1997) A psychological state that binds the 

individual to the organisation, 

impacting the decision to continue 

membership in the organisation. 

Chiu et al. (2007) The behaviour and mindset of an 

employee that reflects his/her loyalty 

towards the organisation. 

Meyer and Herscovitch (2001:301) The study identified commonalities in 

the literature and summarises 

organisational commitment as a 

stabilising or obliging force that gives 

direction to the behaviour of the 

individual. 

Pittinsky and Shih (2004b:803) The attachment of the individual 

towards an organisation as well as the 

amount and quality of physical and 

mental effort an individual is willing to 

expend on behalf of the organisation. 

  



19 | P a g e  
 

Table 2-1 (continued). 

Author Definition 

Bienkowska (2012) 

 

Identifying with the goals and values of 

the organisation, the desire to belong 

to the organisation, and willingness to 

incur effort for the benefit of the 

organisation (Porter et al., 1973:22) 

Kaur and Sandhu (2010) A physical bond between people and 

the organisation. 

Source: Synthesised from various sources as listed in the table. 

Although various definitions are put forth a commonality is that most of these 

definitions tend to lean towards defining organisational commitment as a construct 

based on a career presumed “environmentally stable” (Enache et al., 2013:882). A 

general reference to the fact that commitment is a stabilising force that influences 

and directs the behaviour of the employee is also made (Meyer & Herscovitch, 

2001).  

Ellemers and Steenbergen (2009) postulate that the different behaviours shown by 

an employee are better explained by forms of commitment other than organisational 

commitment alone. In other words, commitment should ideally be viewed as a multi-

dimensional construct.  

The researcher is of the opinion that studies on commitment lack a consensus in 

the construct of their definition of employee commitment, and uses the terms 

occupational commitment and organisational commitment interchangeably, which 

causes some difficulty in interpreting the findings of these studies.  

Studies on the foci of employee commitment have changed over the years. In early 

studies, employee commitment was often seen as directed toward a single focal 

point, namely the organisation. As noted by Meyer and Herscovitch (2001) the 

differences in the multitude of definitions available regarding the different 

dimensions of commitment usually concern the nature or origin of the dimension. 
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Contemporary studies have focussed on multiple foci (Meyer & Herscovitch, 2001), 

such as the three antecedent categories proposed by Allen and Meyer (1991) 

namely: 

• personal variables, 

• job and role characteristics, and  

• structural forces.  

Tay (2009) summarises the different types of commitment foci as including 

attachment to: 

• organisations, 

• top management, 

• supervisors, 

• workgroups, 

• customers, 

• unions, and 

• profession.  

The idea that there could be different forms of commitment has encouraged various 

researchers to delve into the different types of commitment, such as commitment 

towards a supervisor, customers or career (Ellemers & Steenbergen, 2009).  

There are various similarities between the definitions (presented in Table 2-1) and 

the studies discussed in this chapter. These similarities mainly revolve around the 

identification with and the attachment between the employee and the organisation. 

Based on this observation, the researcher will assume the general definition of 

commitment as being: 

Definition 2.1. “Commitment is a psychological state that underlies an individual’s 

perception and attitude towards a specific object and drives their continued support 

and participation in that object” (synthesised by the researcher). 

The increasing interest in employee commitment is seen to be related to the growing 

interest of organisations towards employee empowerment and its influence on 

service quality and competitive advantage (Tay, 2009).  
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As noted by Lyytinen and Yoo (2001) customers/clients are becoming more 

accustomed to an around-the-clock economy necessitating an increased drive 

towards a more mobile, easily accessible technology-driven environment.  

More focus on the construct of occupational commitment only became a subject of 

mainstream research interest at a later stage (Mathews & Sheperd, 2000). It should 

however be noted that several of the different commitment foci are specific to the 

situation in which the employee finds him/herself, for example, customer-focused 

commitment only being relevant in the case where the employee is involved in a 

situation that entails dealing with customers or clients.  

The goal is thus to refer to commitment foci that remain applicable irrespective of 

the environment/situation. To limit scope this study will be focussing on two main 

groups of commitment foci, namely organisational commitment and occupational 

commitment and how these relate to mobile knowledge workers and the 

technological environment underpinning their activities. 

2.2 The interlinking between organisational- and 

occupational commitment  

It has been found that the terms organisational commitment and occupational 

commitment are largely used interchangeably (as discussed in Section 2.1). In order 

to establish an understanding of how these two concepts interlink and how they 

relate to mobile knowledge workers, it is important to provide a clear definition of 

each.  

Definition 2.2: “Organisational commitment is defined as an employee’s desire to 

remain in an organisation, willingness to exert effort on its behalf, and a belief in and 

acceptance of the values and goals of the organisation” (adapted from Singh et al., 

2008). 

Definition 2.3: “Occupational commitment refers to an attachment to an identifiable 

and specific line of work and a lifelong series of related training/vocational decisions 

and activities related to this work” (adapted from Kim & Mueller, 2010). 
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The researcher summarises the main difference between organisational- and 

occupational commitment as such:  

Definition 2.4. “Occupational commitment differs from organisational commitment 

in the sense that the employee’s commitment is focussed towards the individual and 

occupation, as opposed to focussing on the organisation and what the organisation 

offers” (synthesised by the researcher). 

It is important however to note that having a high level of occupation commitment 

does not imply that the employee cannot also have a high level of organisational 

commitment (Pittinsky & Shih, 2004b; Yousaf et al., 2015). Contemporary 

perspectives on employee commitment allow for the possibility that one type of 

commitment does not necessarily have to come at the cost of another (Perry et al., 

2016). Figure 2-2 provides a n overview of the overlap between these two 

constructs.  

Figure 2-2: Overlap of organisational- and occupation commitment 

 

Source: Synthesised by the researcher 
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Figure 2-2 depicts some of the differences and overlapping areas between 

organisational- and occupational commitment.  

For example, whilst organisational commitment and occupational commitment are 

focussed differently, they have the following in common. 

• Both types of commitment can be influenced by remuneration. 

• Job satisfaction is influenced positively by both types of commitment. 

• It is also not to say that if an employee shows high levels of occupational 

commitment that he/she will not also want to do a satisfactory job for the 

employer.  

• Whilst neither of the commitment types are any indication of the employee’s 

intention to remain with the organisation, it has an effect on reducing 

employee turn-over. 

A more in-depth discussion of these commitment constructs is provided in the 

“Organisational commitment” and “Occupational commitment” sections (sections 

2.3.1 and 2.3.2 respectively). 

The emergence of boundaryless careers 

The research of Enache et al. (2013) poses the question of whether organisational 

commitment is still of importance in a fast-paced and generally technologically 

driven landscape. Enache et al. (2013) further consider whether organisational 

commitment is still of relevance to organisations if employees, who are experiencing 

increasing inter-organisational mobility (referred to as “boundaryless careers”), are 

no longer seeking lifetime employment with one employer (Volmer & Spurk, 2011; 

Singh & Gupta, 2015).  

According to Briscoe and Hall (2004:3) the concept of a boundaryless career has 

enjoyed considerable success over the past several years. Briscoe and Hall (2004) 

further note that the widespread use of the concept of boundarylessness can be 

attested to by several factors, such as increased mobility and reduced career 

certainty. 
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The change in the way organisations operate and the way that employees perceive 

those changes are reflected in the work of Shaufeli (2013) who tabulated various 

changes that have occurred in the contemporary organisational environment (Table 

2-2). 

Table 2-2: Changes in the world of work 

Traditional Contemporary 

Stable organisational environment Continuous change 

Uniformity Diversity 

Life-time employment Precarious employment 

Individual work Teamwork 

Tall organisational structure1 Flat organisational structure1 

External control and supervision Self-control and self-management 

Dependence on the organisation Own responsibility and accountability 

Detailed job description Job crafting2 

Fixed schedules and patterns Boundarylessness (time and place) 

Physical demands Mental and emotional demands 

Experience Continuous learning 

Working hard Working smart 

Source: Adapted from Shaufeli (2013) 

 
1 Flat organisational structures refer to an organisation focussed on employee empowerment with 
fewer management levels. Tall organisational structures refer to various increasing levels of 
management usually resulting in a long chain of command. 
 
2 Job crafting refers to the ways in which employees utilise opportunities to customize their jobs by 
changing their interactions with others at work and adjusting their assigned tasks to better suit their 
skills and interests. (Wrzesniewksi et al., 2013) 
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As can be seen in Table 2-2 factors such as continuous learning, boundarylessness 

and continuous change are prominent and influential factors leading employees to 

seek security and stability from themselves instead of requiring these from their 

employers (Lee & Chen, 2013).  

Odunayo et al. (2014) note that the adoption of technology coupled with the changes 

and challenges which form part of the dynamic nature of the global landscape 

causes a level of confusion amongst employees as to where their loyalties should 

lie: with their individual career aspirations and by implication themselves 

(occupational commitment) or the organisation by whom they are employed 

(organisational commitment). 

The consensus in the literature is that organisational commitment could eventually 

take a backseat to occupational commitment, especially in the case of mobile 

knowledge workers, who are, by definition, even more predisposed to change 

(Robberts et al., 2015) and uncertainty (Yuan & Zhen, 2005).  

Differentiation should be made between the various groups of employees that could 

be employed by an organisation, and how the commitment foci of the different 

employee groups could be affected. The literature (Drucker, 1999; Robberts et al., 

2015; Frey & Osborne, 2017) notes that some tasks are more difficult to mobilise 

than others, for example, a task requiring the employee to consistently be physically 

present in the office, or the act of performing physical labour. It is thus necessary to 

delineate the group of workers that this study will be focussing on. 

2.2.1 Identifying mobile knowledge workers 

Yuan and Zhen (2005) note that office-bound workers are generally more supported 

and researched. The authors mention a lack of theories pertaining to the full 

understanding of the mobile knowledge worker and the requirements of knowledge 

work performed in a mobile manner. Without a good understanding of mobile 

knowledge workers and the technological environment required to support these 

workers, it becomes harder to establish efficient and effective support protocols and 

systems to assist mobile knowledge workers (Robberts et al., 2015).  
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Since mobile knowledge workers are heavily dependent on technology to perform 

their tasks (Ojala & Pyoria, 2018), it is plausible that technology may influence the 

behaviours, perceptions and commitment of mobile knowledge workers. 

The researcher interprets the concept of mobile knowledge workers according to 

the work of, amongst others, Drucker (1999). For the purpose of this study, the 

researcher broadly categorises employees into two groups. 

• Manual workers: Employees performing manual work, such as construction 

workers and janitors. 

• Knowledge workers: Employees who perform knowledge work, such as 

architects and software programmers. 

Different levels of mobility also exist when considering the physical mobility of 

workers, as depicted in Figure 2-3. 

Figure 2-3:  Types of mobile workers 

 

Source: Synthesised from Andriessen and Vartiainen (2006) 

The various types of physical mobility are described in Table 2-3. 
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Table 2-3: Levels of physical mobility 

Office-bound Desk-bound Desk-bound workers are mainly present at 

an assigned desk space in a fixed location 

provided by their organisation, such as a call 

centre agent. 

On-site movers These workers work in a fixed location as 

provided by their organisation but move 

around the location often. Examples include 

doctors visiting patients in a hospital. 

Mobile Yo-yos Yo-yos occasionally work away from a fixed 

organisationally provided location, such as 

workers taking part in business trips or 

travelling to meet clients. 

Nomads Nomads work in multiple fixed locations and 

are constantly moving between locations, 

such as diplomats moving to a different 

country each year or an insurance agent 

visiting multiple client locations. 

Pendulums Work is alternated between two or more 

fixed locations, for example, the main office 

location and a home office or client 

premises. 

Carriers Carriers work whilst on the move, 

transporting goods or people. Examples of 

carriers include train drivers and aeroplane 

stewards. 

Source: Synthesised from Andriessen and Vartiainen (2006) 
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Building from groups of workers and the levels of physical mobility identified in 

Table 2-3, the researcher synthesises the definition of mobile knowledge workers 

as: 

Definition 2.5. “Mobile knowledge workers are employees who spend some time 

working away from a fixed location and performing work in a manner that is 

dependent on mobility-enabling technologies (such as the internet) to enable 

the creation and dissemination of knowledge as expected to perform their daily 

tasks” (synthesised by the researcher). 

Definition 2.5 aims to differentiate mobile knowledge workers from office-bound 

workers. Based on Definition 2.5 mobile knowledge workers share three main 

characteristics. 

• Mobile knowledge workers spend at least some of their time working away 

from a fixed location. 

• Mobile knowledge workers depend on mobility-enabling technologies in 

order to execute their duties. 

• Mobile knowledge workers are involved in the creation and dissemination of 

knowledge. 

2.2.2 Differentiating mobile knowledge workers and office-bound 

knowledge workers 

Mobile knowledge workers show various fundamental differences to office-bound 

knowledge workers and have much in common with the concept of 

boundarylessness. When considering the core tasks and activities of knowledge 

workers as identified by Reinhardt et al. (2011) and the general activities of workers, 

it becomes clear that the manner in which office-bound and mobile workers 

accomplish tasks has several overlaps and differences as shown in Table 2-4. 
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Table 2-4: Differences and overlaps in the way mobile- and office-bound workers accomplish tasks and engage 

Activities Challenges experienced by mobile knowledge 

workers 

Acquisition, analysis, authoring 

and dissemination of knowledge 

Similar challenges are experienced by both mobile 

and office-bound workers, in the sense that the 

same technological solutions are used to 

accomplish these tasks. 

Connecting to and using 

organisational resources 

Mobile knowledge workers are dependent on 

remote connectivity technologies, such as 3G, 

which, when ineffective and/or insufficient, can 

cause lost productivity and decreased efficiency. 

Office-bound workers are generally situated in 

locations that are directly connected to the office IT 

infrastructure and do not rely as heavily on remote 

connectivity technologies to accomplish tasks. 

Informal learning Informal learning becomes more difficult for mobile 

knowledge workers as physical access to the 

learning topic or subject matter expert is limited 

and/or non-existent. 

Gauging the health of the 

organisation 

Not being physically present in the office often leads 

to the mobile worker being excluded from the full 

impact of office politics and day-to-day challenges 

that could affect the morale of office-bound workers. 

Staying up to date with topics, 

projects or domain 

The inability to take part in informal discussions and 

chats amongst workers can leave the mobile worker 

feeling “left-out” and isolated, which negatively 

impacts organisational commitment. 

  



30 | P a g e  
 

Table 2-4 (continued). 

Activities Challenges experienced by mobile knowledge 

workers 

Networking with colleagues and 

building relationships 

Being able to physically interact with peers and 

management has been shown as instrumental in the 

creation of strong relationships, camaraderie and 

teambuilding. As mobile knowledge workers 

generally have low levels of physical presence in 

the office and a dependence on remote 

technologies to participate in relationship building 

activities, relationships and team identity suffer. 

Collaboration Collaborative environments can be the catalyst for 

success, foster the generation of better ideas, 

provide mutual support between employees and 

aids in increasing morale. Whilst mobile knowledge 

workers can usually communicate digitally with 

colleagues, there is a larger degree of difficulty with 

collaborating remotely. 

Source: Adapted from Reinhardt et al. (2011) 

Table 2-4 shows that there is a similarity in the way office-bound and mobile workers 

go about accomplishing acquisition, analysis, authoring and dissemination of 

knowledge; irrespective of their proximity to the organisational resources, both 

groups of employees are generally reliant on the same technologies.  

A difference however can be seen in the way workers connect to the organisational 

resources. A mobile worker has to rely on remote connectivity as an enabler 

allowing the worker to connect to resources. The subsequent difficulties 

experienced when using remote connectivity, especially in a locale such as South 

Africa where remote connectivity provides several challenges, includes internet 

instability, poor signal, dropped connections and insufficient network connectivity 

(Robberts et al., 2015). 
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A further difference can be observed in the relationship-building activities of mobile- 

and office-bound knowledge workers.  

Mobile knowledge workers generally tend to miss out on the opportunities provided 

by physical and social interaction with colleagues. Examples of these include 

informal learning opportunities, staying abreast of office “gossip” which may provide 

indirect information as to the health of the organisation, the ability to stay up to date 

about a specific topic, project, or domain, and networking with colleagues and 

building relationships (Chandna & Krishnan (2009). It has been noted by Chandna 

and Krishnan (2009) that the dependence on technology by mobile knowledge 

workers has the potential of introducing emotionless means of communication 

between employees and the organisation leading to loss of identity, trust-building 

and emotional processes such as commitment. 

Enache et al. (2013) point out that commitment studies are generally related to 

office-bound workers and note that comprehensive research on the influence of 

boundaryless career attitudes on commitment remains amiss, a finding also 

presented in (Robberts et al., 2018). It is thus plausible to assume that, since the 

environment in which mobile knowledge workers operate is unique to the mobile 

knowledge work situation and dependent on technology (Robberts et al., 2015), 

other factors influencing the organisational and occupational landscape may also 

be different from those relating to office-bound workers.  

Commitment encompasses various facets, two of which are addressed within this 

study (organisational commitment and occupational commitment). In order to 

understand the terms organisational commitment and occupational commitment 

and how they relate to each other, it is necessary to better understand the semantics 

of these terms and discuss theories and findings as it relates to these commitment 

types. The next sections will discuss these terms in more detail. 
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2.3 Employee commitment 

As this study deals with the commitment of mobile knowledge workers and the 

impact of technology on commitment it is essential to understand the concepts of 

organisational commitment and occupational commitment as the theoretical base 

for this research.  

2.3.1 Organisational commitment 

According to Riketta (2002) organisational commitment is seen as having an 

influence on almost any organisationally beneficial behaviour, such as corporate 

identity and behaviour, staff performance and turnover. According to various 

studies, organisational commitment, job satisfaction and intention to leave are 

interdependent (depicted in Figure 2-4).  

Figure 2-4: Interdependence between job satisfaction, organisational commitment and intent to leave 

 

Organisational 
commitment

Intention to leave

Job satisfaction

 

Source: Adapted from Freund (2005) 

What can be seen in Figure 2-4 is a depiction of the general consensus in the 

literature, namely that job satisfaction and organisational commitment have an 

influence on the reduction of intentions to leave the organisation and vice versa.  

From this, it is reasonable to argue that, should organisations wish to reduce the 

intent of their employees to leave the organisation, they should focus on strategies 

to increase job satisfaction and commitment (Freund, 2005).  
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Due to the interdependence between commitment and intent to leave (Figure 2-4) 

considerable effort has been expended researching commitment towards the 

organisation. It is however beyond the scope of this research to explore the 

relationship between intent to leave and commitment as this is not the purpose of 

this study; this relationship could however pose an interesting topic for future 

research especially when combined with the perspective of mobile knowledge 

workers on the subject. 

2.3.1.1 A multidimensional framework of commitment 

Two patterns of thought have emerged when considering organisational 

commitment research, namely attitudinal commitment and behavioural 

commitment.  

These approaches are identified by Allen and Meyer (1991): 

• Attitudinal commitment refers to the processes which inform how 

employees view their relationship to the organisation and the antecedent 

conditions that contribute to this relationship and employees’ commitment 

towards it. 

 

• Behavioural commitment deals with the process by which individuals 

become locked into a specific organisation, and the conditions under which 

this behaviour is repeated. 

For the purpose of this research, the researcher will be focussing on both attitudinal- 

and behavioural commitment and integrating their complementary results into the 

output of this study. 

Studies pertaining to a possible multidimensional framework of commitment have 

been performed since the late 20th century by various authors such as O'Reilly III et 

al. (1991) and Steers (1977). Finegan (2000) noted that different commitment 

dimensions are each influenced by different antecedents and produce different 

effects.  
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The ideas of Finegan (2000) were influenced by O'Reilly III et al. (1991) who 

perceives commitment as an attitude towards the organisation and presented 

commitment as taking three possible distinct forms. 

• Compliance 

In order to a gain specific rewards, employees adjust their attitudes and adopt 

specific corresponding behaviours accordingly. 

• Identification 

Identification is seen when an employee accepts influence allowing the 

employee to build and maintain a satisfying relationship. 

 

• Internalization 

When attitudes and behaviours are adopted that are compatible with existing 

values. 

Attempts by Steers (1977) at creating a model mapping the antecedents and 

outcomes of commitment have been adapted and cited by various authors, such as 

Allen and Meyer (1991) who based large parts of their work on Steers’ model. Allen 

and Meyer (1991) furthered the ideas proposed by Steers and realised that the 

variables influencing commitment noted in the literature could be further grouped 

into three components. This led the authors to create a three-component model of 

commitment (Allen & Meyer, 1991) as discussed in Section 2.3.1.2. 

2.3.1.2 The three-component model of commitment 

The three-component model of commitment as presented by Allen and Meyer 

(1991) is arguably one of the most influential and dominant theories of 

organisational commitment. In their study Allen and Meyer (1991) incorporated both 

attitudinal (the process by which people form an opinion about their relationship with 

the organisation) and behavioural (the process by which the people become locked 

into an organisation) approaches to organisational commitment. The authors 

proposed a model that, as the name suggests, comprises three components (Figure 

2-5). 
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It is worth noting that whilst the three-component model is perceived as a leading 

model for commitment studies, a five-component model has also been proposed, 

albeit developed in the context of product and service consumption (Keiningham et 

al., 2015).  

Two additional dimensions are added to the five-component model of Keiningham 

et al. (2015), namely habitual commitment and forced commitment. The five-

component model is more relevant in the consumer/customer sphere, for example, 

habitual commitment is related to repurchase intentions. Accordingly, the 

researcher deems the two additional components outside the scope of this research 

study. 

According to Allen and Meyer (1991) an improved understanding of an employee’s 

relationship with the organisation can be gained when considering all three forms of 

commitment together, as depicted in Figure 2-5. 

Figure 2-5: The three-component model of commitment 

 

 

Source: Allen and Meyer (1991) 
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The three commitment types (Figure 2-5) as proposed by Allen and Meyer (1991) 

comprise the following: 

• Affective commitment (AC): 

AC is seen as the emotional attachment of an employee towards the 

organisation. An employee who is showing affective commitment strongly 

identifies with the goals of the organisation and desires to remain a part of 

the organisation, in other words, the employee commits to the organisation 

because he/she wants to or has a desire to. AC is increasingly referred to as 

employee engagement and has been shown to have a direct influence on 

how effectively employees perform their jobs. 

 

• Continuance commitment (CC): 

CC refers to the need component of remaining with an organisation. CC can 

also be regarded as the gains versus losses debate of staying with the 

organisation.  

 

CC draws upon side-bet theory (originally proposed by Becker (1960)) which 

revolves around the concept that employees would rather strive to retain 

accumulated investments (side-bets) than leave the organisation, especially 

where the employees perceived limited availability of comparable 

alternatives.  

 

• Normative commitment (NC): 

NC deals with the employee’s feeling of obligation to remain with the 

organisation, also seen as having to remain with the organisation. NC can 

be seen when pressure has been placed on an employee before or after 

joining the organisation. For example, significant resources may have been 

invested to train the employee, and the employee now feels a moral 

obligation to remain with the organisation. NC becomes higher in employees 

when organisations visibly strive to improve the employees’ situations. 

Joao and Coetzee (2012) also acknowledge the three types of commitment 

components, albeit with different phrasing. 
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• Affective commitment – emotional attachment. 

• Continuance commitment – a sense of economic necessity. 

• Normative commitment – a sense of moral obligation. 

 

Allen and Meyer (1991) state that the proposed three-component model’s purpose 

was to provide a summary of commitment theories to date (in their case, 1991). 

Commitment theories have evolved and changed since the publication of their paper 

and led to the three-component model being the subject of many discussions.  

To curb criticisms of the three-component model Meyer and Allen (1997) conducted 

further empirical studies in order to gain a deeper understanding of the three 

components. They concluded that each of the three components is influenced by 

different factors. 

 

The authors briefly proposed the following factors as being influential: 

 

• Affective commitment: 

Influenced by the employee’s work experience and personal 

characteristics. 

 

• Continuance commitment:  

Related to an employee’s perceptions of alternative job opportunities and 

the cost of leaving their current organisation, again referring to side-bet 

theory.  

 

• Normative commitment: 

Social and cultural orientations have an influence on normative 

commitment. 

 

Work done by Powell and Meyer (2004) tested side-bet theory within the context of 

the three-component model. By administering a survey to several employees 

(N=202) with the goal of measuring the seven categories of side-bets in relation to 

affective, normative, and continuance commitment they found strong support for 

side-bet theory.  
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2.3.1.3 The influence of side-bet theory on the three-component model 

It is of interest to note that Powell and Meyer's (2004) supportive view of side-bet 

theory was performed, amongst others, by one of the authors involved in the original 

creation of the three-component model which may have influenced the 

interpretation of the results of the study. Powell and Meyer (2004) however note that 

the mindset of Allen and Meyer's (1991) three-component model is different to the 

mindset of side-bet theory and that this lends a measure of validity to their results. 

Criticisms of side-bet theory include the following (Wallace, 1997). 

• Past research pertaining to the measuring of commitment and strategies to 

test side-bet theory were shown as having several limitations. 

• The use of indirect measures to test the investments of individuals. 

• Research into side-bet theory has focussed mainly on its influence in 

organisational commitment and not occupational commitment. 

Apart from criticism stemming from the use of side-bet theory, conceptual criticism 

of the three-component model has also been raised.  

The attitude-behaviour model of Eagly and Chaiken (1993) demonstrate that the 

components of the three-component model deal with fundamentally different 

phenomena. Eagly and Chaiken (1993) argue that organisational commitment 

should be seen as an attitude regarding the organisation, whilst normative and 

continuance commitment are attitudes towards specific forms of behaviour (i.e., 

staying or leaving). It would seem that the model of Eagly and Chaiken (1993) 

encompasses the three-component model, making the three-component model 

essentially a subset of Eagly and Chaiken's model. 

Solinger et al. (2008) argue that the three-component model does not qualify as a 

general model of commitment but rather as a turnover prediction tool and that it 

should be restricted to that purpose. According to Solinger et al. (2008) the use of 

the three-component model as a general model of commitment should be strongly 

discouraged. 
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2.3.1.4 Other factors influencing employee commitment 

Fuelled by criticism of the three-component model O'Malley (2000) attempts to show 

that there are more than three components or factors influencing employee 

commitment: 

• Affiliative commitment: 

Affiliative commitment becomes apparent when the interests and values of 

the organisation align with those of the employee. 

 

• Associative commitment:  

Corporate identity increases the employee’s status and self-esteem as the 

employee feels that their association with an organisation is a privilege and 

honour. 

 

• Moral commitment: 

The employee feels that the organisation is on their side and evokes a 

sense of mutual obligation and responsibility towards both parties. 

 

• Affective commitment: 

Employees perceive a supportive work environment being provided by the 

organisation and derive satisfaction from their output and work environment. 

 

• Structural commitment:  

Employees believe that they are benefiting from their relationship with the 

organisation and gain some sort of reward for remaining with the 

organisation. Structural commitment shows a strong correlation to the 

concept of continuance commitment. 

The time the employee has spent with the organisation (tenure) is often regarded 

as an indicator of organisational commitment (Kaur & Sandhu, 2010). This view is 

limited however and has caused various researchers to question the importance of 

tenure as an indicator of organisational commitment. Cappelli (2000) writes that it 

is a false belief that long-term relationships are the main indicators of commitment. 

The work of Sutherland and Jordaan (2004) contradicts the tenure-commitment 
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belief and finds that, especially amongst knowledge workers, tenure and intent-to-

leave are not closely related and that intent to remain is not applicable as a 

commitment measure for these workers.  

Whilst organisational commitment is of much importance to researchers and 

organisations alike, it should be noted that other foci of commitment (such as 

occupational commitment) are becoming more prominent specifically when 

considering that the trend of remaining with one organisation for an extended period 

of time is largely decreasing (Bienkowska, 2012). This trend is especially noticeable 

amongst the “millennials” generation (born between 1980 and 1996). According to 

the findings of Gallup (2016) these technology-savvy, always-on-the-go millennials 

are reputed for often changing employers. The reduction in tenure has the effect of 

reducing the impact of the perceived tenure indicator of organisational commitment.  

Benson and Brown (2007) highlight the fact that employee classes (also referred to 

as employee types) should be taken into account when considering commitment 

measures. The authors note that ascribing to a general set of commitment 

antecedents for all employees irrespective of their class (for example mobile vs. 

office-bound) may result in the application of inappropriate policies and practices 

with negative consequences. 

2.3.1.5 Applying the three-component model to occupational 

commitment 

When comparing the three-component model and other organisational commitment 

models and theories to the work of Adams et al. (2010) several issues are 

highlighted. Adams et al. (2010) make an important delineation that the three-

component model and directly derived work are focussed on organisational 

commitment only, with little to no direct relation to the other commitment constructs, 

such as occupational commitment.  

When considering occupation commitment Adams et al. (2010) note similarities to 

organisational commitment but still point to several fundamental differences:  
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• Affective commitment:  

Differs as occupational commitment is not necessarily based on strong 

emotions. 

 

• Normative commitment:  

Differs as occupational commitment does not always reflect a sense of moral 

obligation. 

 

• Continuance commitment:  

Occupational commitment shows similarities to organisational commitment in 

this measure when considering the cost of changing to a different occupation. 

 

It thus becomes harder to apply the three-component model (Figure 2-5) to 

occupational commitment directly as the results are not necessarily applicable to 

other commitment dimensions. 

Lee et al. (2000) identify a possible link between occupational and organisational 

commitment since typical occupational duties are usually carried out in the context 

of the organisation and that employees will pursue their occupational goals in this 

context.  

Lee et al. (2000) therefore view occupational commitment as a driver of 

organisational commitment. Contrarily, mobile knowledge workers have been 

shown in the literature to generally have higher levels of occupational- than 

organisational commitment. Occupational commitment was however not found to 

be the driving force behind organisational commitment (Benson and Brown, 2007). 

The focus group of this study, namely mobile knowledge workers, are generally 

seen as having higher levels of occupational- than organisational commitment. It is 

thus important to gain a deeper understanding of the construct and semantics of 

occupational commitment and how it relates to mobile knowledge workers. 
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2.3.2 Occupational commitment 

For the purposes of this study, the term occupation is defined as: 

Definition 2.6. “The identifiable and specific line of work that an individual engages 

in to earn a living at a given point in time” (adapted from Lee et. al., 2000).  

Occupational commitment refers to the attachment an employee has towards 

his/her occupation, as opposed to showing commitment to the employing 

organisation (Chen et al., 2009). Yousaf et al. (2015) note that employees with 

higher occupational commitment identify more strongly with their occupation than 

with their employing organisation and foster positive feelings about their occupation.  

Based on the work of Bienkowska (2012) the difference between occupational- and 

organisational commitment can be summarised as: 

• Organisational commitment – a state of external motivation; and 

• Occupational commitment – a state of internal motivation. 

The researcher finds it noteworthy that the two differences proposed by Bienkowska 

(2012) show strong similarities to the concept of locus of control (Abay et al., 2017). 

• Organisational commitment – similar to the concept of external locus of 

control (external motivation). 

• Occupational commitment – similar to the concept of internal locus of 

control (internal motivation). 

Further study into the relationship between commitment and locus of control is 

beyond the scope of this research but could pose a worthwhile future research 

endeavour. 

With the rapidly changing organisational- and technological landscape it is more 

common for mobile knowledge workers to show higher levels of occupational 

commitment than organisational commitment (Enache et al., 2013; Chen et al., 

2009).  
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The reasons for this phenomenon have been discussed by various authors. Some 

of the possibilities for this shift are described as being due to: 

• an increasing number of employees starting to work in a mobile manner 

(Robberts et al., 2015); 

• organisational restructuring and the introduction of hierarchical changes 

(Torraco, 2005); 

• increases in job insecurity (Briscoe & Hall, 2004; Yousaf et al., 2013); 

• changes in the corporate landscape and working environment (Torraco, 

2005); and 

• an increasing prevalence of nomadic information environments, influenced 

by factors such as knowledge intensity, globalisation, and virtualisation 

(Lyytinen & Yoo, 2001). 

Insecurity pertaining to job stability and working environment has the potential of 

leading to lower levels of organisational commitment but higher levels of 

occupational commitment. The higher levels of occupational commitment could 

potentially be attributed to employees increasingly depending more on themselves 

than on their employers (Yousaf et al., 2015) so as to adapt to a changing work 

environment and organisational policies.  

The shift to higher levels of occupational commitment is in line with the findings of 

Bienkowska (2012) which state that the switch between organisational and 

occupational commitment is most likely ascribed to the changing environment in 

which organisations operate. 

2.3.2.1 The changing environment 

Dancer et al. (2013) note that in a relatively short period of time, organisations have 

progressed from unwieldy stagnant environments to leaner, more agile and flexible 

environments. Clients and consumers are expecting faster, more “on-the-go” 

service from organisations, which has led to changes not only in the organisational 

environment but also the technological landscape in which organisations operate. 

As a consequence, an upsurge in mobile work and mobility-enabling technologies 

can be observed (Dancer et al., 2013).  
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Mobile knowledge workers are becoming an increasingly large part of the workforce. 

By virtue of working in a mobile manner, mobile knowledge workers rely heavily on 

technology to enable them to perform their tasks (Kakihara & Sorensen, 2001). The 

information technology (IT) software and hardware available to workers to perform 

their tasks include a wide range of solutions. However, as highlighted by Derballa 

and Pousttchi (2004), IT solutions are mainly designed for office-based workplaces, 

a problem which Robberts et al. (2015) attempts to address by proposing a 

framework that allows organisations to build environments to provide optimal 

support and solutions to their mobile workforces.  

Chen and Nath (2008) identified several challenges facing mobile knowledge 

workers on a technological level, such as bandwidth, connectivity, availability, 

demand, security, support and technological limitations such as incompatibility 

issues. Since mobile knowledge workers are dependent on technology, 

organisations that do not provide the necessary supporting environment for these 

workers run the risk of alienating a significant portion of their workforce.  

This ties in with the findings of Lyytinen and Yoo (2001) and Enache et al. (2013) 

which identified that due to, amongst others, technological challenges, mobile 

knowledge workers tend to commit more strongly towards their occupation than the 

organisation. 

2.3.2.2 Shifting foci of commitment 

Initially introduced by Hall (1976) the type of career that is driven by the individual 

and not the organisation is often referred to as a protean career, a concept which 

dates from around 1976.  

Hall (1976) noted that a protean career is one that is less dependent on the 

organisation in terms of defining success and/or achieving certain outcomes. This 

idea is in line with the findings of Robberts et al. (2015) which notes that the career 

of a mobile knowledge worker is much more flexible than that of their office-bound 

counterparts. The career of a mobile knowledge worker can be regarded as being 

protean in nature. 
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The concept of a protean career differs from the classical notion (CN) of 

organisational commitment which specifies that individuals are employed to perform 

a specific task and that they should show their gratitude by behaving in a committed 

and loyal manner (Mathews & Sheperd, 2000). In other words, according to the CN 

employees are to a large extent expected to show commitment and loyalty towards 

their employers out of gratitude for being employed by the organisation. 

The CN is challenged in the literature (Blau, 2009; Simola, 2011). Blau (2009) notes 

that with organisational restructuring happening due to changing economic 

climates, more and more employees are starting to shift their commitment to a 

broader base of perceived stability, namely, their occupation.  

Simola (2011) supports the ideas of Blau (2009) and also notes that uncertainty with 

respect to the economic landscape may lead to occupational commitment having 

higher relevance for organisations. Yousaf et al. (2015) mention that the 

antecedents of organisational commitment enjoy more research interest to date 

than the antecedents of occupational commitment. 

When considering the commitment of mobile knowledge workers, Saxenian (1996) 

asserts that highly mobile employees tend to commit more strongly to their 

occupation than to the organisation employing them. This view has been reiterated 

in studies such as Perry et al. (2016) who note that nomadic employees are 

commonly thought to have lower levels of organisational commitment. The concept 

of nomadic employees is also addressed by Lyytinen and Yoo (2001) who point out 

that these types of employees are working in a nomadic information environment 

consisting of interconnected technological and organisational elements.  

From the viewpoint of mobile knowledge workers, various authors in the current 

literature, such as Enache et al. (2013), note that organisational commitment will 

eventually, to a large degree, be replaced by occupational commitment especially 

amongst a population of workers who are increasingly working remotely. 

Since the literature suggests that mobile knowledge workers may have higher levels 

of occupational commitment than organisational commitment (Pittinsky & Shih, 

2004b; Jones et al., 2006; Chen et al., 2009; Yousaf et al., 2015), determining the 

factors affecting the organisational- and occupational commitment of mobile 
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knowledge workers (Enache et al., 2013) becomes worthwhile. It is also of 

significance to understand the antecedents that influence these factors. 

2.3.2.3 Changing views on commitment 

As the drive for workforce mobility and mobile knowledge sharing increases, the 

corporate landscape is changing (Dancer et al., 2013) with an increase in the 

number of employees working in a mobile manner (Pittinsky & Shih, 2004b). Authors 

such as Lyytinen and Yoo (2001), Guarda et al. (2017) and Pittinsky and Shih 

(2004b) indicate rapid developments in information technology, such as 

communication- and collaboration technologies, the internet-of-things and cloud-

based applications, as being substantial to the drive towards mobility and 

knowledge sharing.  

Based on a synthesis provided by Enache et al. (2013) the changing corporate 

landscape results in a situation where employee commitment can no longer be 

viewed in the same manner as when it was expected that employees spend an 

entire career with one organisation. Crossman and Lee-Kelley (2004) note that 

mobile knowledge workers need to be managed and addressed in a different 

manner than their office-bound counterparts and that organisations should engage 

in methods of increasing employee commitment that are focussed on the 

requirements of mobile knowledge workers.  

The perception that increased mobility leads to decreased commitment is common 

amongst current literature as well as the popular press, such as Canadian HR 

Reporter (2005) and noted by Benson and Brown (2007) and Pittinsky and Shih 

(2004b).  

This perception is illustrative of a common practice whereby the length of an 

employee’s tenure with a specific organisation is seen as a measure of the 

employee’s commitment and loyalty (Pittinsky & Shih, 2004b). Tenure is broadly 

discussed earlier in this chapter (refer to Section 2.3.1.4). 

The perception that tenure is related to employee loyalty and commitment can have 

harmful consequences for organisations. As noted by Pittinsky and Shih (2004b) 

the notion that increased mobility leads to decreased commitment can lead to a self-
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fulfilling cycle. This notion can also have negative consequences for the employees 

themselves. Pittinsky and Shih (2004b) state that these negative consequences 

revolve around the notion that mobile knowledge workers are commonly stigmatised 

as less loyal, less ethical and, amongst others, more likely to abandon the 

organisation. Negative characterisations such as these can lead to mobile 

knowledge workers being more likely to be of the first employees affected by 

retrenchments and other structural changes (Pittinsky & Shih, 2004b). 

In an attempt to curb the negative connotations that are often assigned to mobile 

knowledge workers, Pittinsky and Shih (2004b) refer to mobile knowledge workers 

as knowledge nomads, which, according to their definition, are employees that 

regularly change between employers but are still motivated to work hard and commit 

themselves strongly to the organisation to which they belong. Pittinsky and Shih 

(2004b) aim to provide a different perspective of the motivations of mobile 

knowledge workers with the goal of changing organisational perceptions of mobile 

knowledge workers, leading to this group of workers being more positively 

perceived and accepted by their organisations. 

The results from Pittinsky and Shih (2004a) further reveal that organisational 

commitment and mobility are not tightly coupled inverse relationships, but that 

mobile knowledge workers are also able to show the high levels of organisational 

commitment sought after by employers. Conversely, it has been shown that high 

levels of occupational commitment can reinforce organisational commitment 

(Wallace, 1997), but not necessarily in the case of mobile knowledge workers 

(Benson & Brown, 2007). 

Chen et al. (2009) suggest that mobile knowledge workers are more likely to show 

higher levels of affective commitment (AC) then continuance commitment (CC) or 

normative commitment (NC) towards their organisation. The authors conclude the 

reasoning for this idea as mainly related to changes in the working environment 

leading to employees becoming more attached to their occupations, as their 

occupations are being perceived as a more stable base of security. 

The factors influencing the commitment of mobile knowledge workers share 

commonalities with the antecedents and outcomes of embeddedness, albeit with 

several distinguishable differences, as will be discussed in the next section. 
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2.3.3 Embeddedness (Figure 2-12.i) 

Theoretically, embeddedness differs from commitment in the sense that the concept 

of embeddedness is investigated to provide an understanding of why people remain 

in a specific occupation or organisation, as opposed to commitment, which emerged 

from studies of why people exit an occupation or organisation (Meyer, 2016). 

Practically however the two constructs aim to achieve the same goal. 

According to Mitchell et al. (2001) occupational embeddedness has three critical 

factors, namely, “links”, “fit” and “sacrifice”, which, if any of these factors are 

perceived negatively by the employee, increases the likelihood of employee 

turnover. 

• Links: The connections between people and other people or activities. 

• Fit: How jobs and communities are similar to the worker; how well the worker 

fits in the occupation and how suitable the occupation is for the worker. 

• Sacrifice: The ease with which these connections (or links) can be severed. 

Embeddedness shares several similarities with the multiple proposed definitions of 

commitment (Table 2-1) which makes pinpointing differences harder.  

The three-component model of Allen and Meyer (1991), being widely used, is 

deemed by the researcher as an acceptable model to provide an overview of the 

similarities and differences between embeddedness and commitment. 

The three-component model (Figure 2-5) discusses three distinct dimensions which, 

as depicted in Table 2-5, share numerous similarities with embeddedness. The two 

forms of embeddedness, namely organisational embeddedness and occupational 

embeddedness, and how they relate to commitment are indicated in Table 2-5. 
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Table 2-5: Relationship between commitment and embeddedness 

Commitment Embeddedness 

Affective commitment Organisational: Conceptually different 

to embeddedness as it is not affect-

driven in the same way that affective 

commitment is.  

Occupational: Occupational 

embeddedness is not based on strong 

emotions regarding the target. 

Normative commitment Organisational: The concept of links 

may correlate to normative 

commitment (for example commitment 

towards co-workers), however various 

other links, such as committees or 

teams do not form part of the 

normative commitment construct. 

Occupational: Occupational 

embeddedness does not have a sense 

of moral obligation. 

Continuance commitment Organisational and occupational: 

Continuance commitment is the 

closest related commitment factor and 

relates to the embeddedness factor of 

sacrifice with the addition of 

recognising the external environment 

but lacking the dimension of 

alternatives.  

Source: Synthesised by the researcher 
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As shown in Table 2-5 embeddedness overlaps to some extent with commitment 

theory. Since these two constructs share similarities, it is of interest to note other 

constructs that also share common ground with commitment theory, as will be 

discussed in Section 2.3.4.  

Meyer and Herscovitch (2001) questioned whether commitment differ from the 

general attitudes of employees (such as satisfaction, motivation etc.). Meyer and 

Herscovitch (2001) did find that there are definite differences in the constructs 

leading to commitment and thus need to be treated as separate concepts, which is 

what will be discussed next. 

Employee commitment shows a correlation to the concept of embeddedness (see 

Figure 2-12.i). Understanding embeddedness and how it relates to an employee’s 

career progression is of importance as it can shed light on the manner in which the 

employee will perceive and influence several variables, such as job turnover and 

transfer of knowledge (Ng & Feldman, 2007). From the work of Ng and Feldman 

(2007) it becomes clear that embeddedness, and specifically occupational 

embeddedness, is strongly related to organisational embeddedness.  

It is interesting to note however that organisational embeddedness does not 

necessarily imply occupational embeddedness. Ng and Feldman (2007) attempt to 

explain the reason for this phenomenon by pointing out that the various factors 

addressing organisational embeddedness (such as organisational socialisation, 

management and leadership involvement and remuneration/benefit opportunities) 

do not imply or increase occupational embeddedness as these factors are mainly 

focussed on the organisation and not the employee’s occupation. 

2.3.4 Correlation between commitment and other constructs 

Commitment theory and its relation to other constructs are, for many authors, simply 

a matter of semantics and often used interchangeably in the literature. However, it 

is noticeable that these constructs are fundamentally different and show specific 

relationships to each other.  
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With the intention of ensuring that the scope delineation of this study is understood, 

the researcher finds it prudent to discuss the correlation between commitment and 

other related constructs.  

2.3.4.1 Commitment and job satisfaction (Figure 2-12.ii) 

Job satisfaction is a widely researched topic with various definitions proposed in the 

literature (Lim, et al., 2017). To the knowledge of the researcher, no single, 

universally accepted definition of job satisfaction is currently available, although 

several definitions are commonly cited, such as describing job satisfaction as the 

positive or negative attitude that an employee shows toward his or her job (Lim, et 

al., 2017). According to the work of Lumley et al. (2011) a common thread amongst 

these definitions generally includes the following:  

• job satisfaction is related to an employee’s specific requirements and needs 

as it relates to their feelings about their job and aspects related to their job; 

• employees’ attitudes and perceptions towards their job; 

• employees’ reactions to the perceived vs. actual outcomes of their job; 

• the degree of fit that exists between the employee and the organisation; and 

• job satisfaction and attitude towards the job are correlated – higher job 

satisfaction leads to a more positive attitude. 

Waqas et al. (2014) note that job satisfaction has an influence on an employee’s 

attitude towards their job and various aspects pertaining to their job, such as loyalty, 

efficient service and performance. Job satisfaction is influenced by several factors 

including remuneration, the work environment and empowerment, which cause an 

emotional reaction towards a job. This emotional reaction generally influences the 

employee’s levels of organisational commitment (Ping Lim et al., 2017). 

From the above discussion, it can be argued that a single definition of job 

satisfaction remains amiss. For this study, the researcher will ascribe to the 

conclusion of Lumley et al. (2011) which indicates that job satisfaction does not 

have a single accepted definition, but rather a multitude of definitions leading to 

similar conclusions.  



52 | P a g e  
 

The researcher deems it beyond the scope of this research to present and argue 

for a single definition, as it is not the purpose of this study. 

There are several aspects that influence job satisfaction, as listed in Table 2-6. 

Table 2-6: Aspects of job satisfaction 

Aspect Satisfaction with… 

Remuneration Pay and raises 

Promotion Promotion opportunities 

Supervision Supervisors and direct managers 

Fringe benefits Monetary and non-monetary fringe 

benefits 

Contingent rewards Appreciation, recognition and rewards 

for good work 

Operating procedures Operating policies and procedures 

Co-workers Colleagues 

Nature of work Type of work being done 

Communication Inter-organisational communication 

Source:  Adapted from Spector (1997) and Waqas et al. (2014) 

The aspects identified in Table 2-6 are purported to be useful in measuring not only 

job satisfaction but also that overall satisfaction that the employee experiences. 

Spector (1997) recommends that in order to increase job satisfaction it is important 

that organisations focus on these aspects and implement policies and procedures 

to improve them. It should however be noted that simply increasing one aspect of 

job satisfaction might not have the envisioned results and that organisations should 

attempt to assist employees to increase many, if not all, of these aspects.  
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It has been shown that increased levels of job satisfaction lead to increased 

productivity and performance and a reduction in intent-to-leave and counter-

productive behaviours (Morrison, 2008). 

The relationship between commitment and job satisfaction is often shown as a 

synergetic relationship, where one aspect influences the other. For example, high 

job satisfaction drives higher organisational commitment, and vice versa (Chen et 

al., 2009). Lumley et al. (2011) empirically tested the relationship between job 

satisfaction and commitment and concluded that job satisfaction is strongly 

correlated to affective and normative commitment variables. It is worth noting that 

Meyer et al. (1998) also indicate that job satisfaction is most related to affective 

commitment. 

From the above summary of job satisfaction and commitment the researcher 

believes it is reasonable to include job satisfaction as an important factor in 

determining organisational commitment. 

The researcher has concluded that whilst the relationship between organisational 

commitment and job satisfaction is generally well understood in the literature, the 

relationship between job satisfaction and occupational commitment is not well 

understood and could pose an interesting topic for future research. 

Proposition 2.1: 

Higher levels of job satisfaction equate to higher levels of organisational 

commitment. Lower levels of job satisfaction equate to lower levels of organisational 

commitment.  

As shown in Figure 2-6, an ideal situation is present when the employees show high 

levels of both organisational commitment and job satisfaction. 
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Figure 2-6: The relationship between commitment and job satisfaction 

 

Source: Synthesised by the researcher 

2.3.4.2 Commitment and organisational citizenship behaviour (Figure 

2-12.iii) 

The term “organisational citizenship behaviour” (further referred to as OCB) has 

been defined since the early 1980s, with definitions presented by Organ (1988) and 

Zhang (2011). The below summary of what OCB represents will be adhered to for 

the purposes of this study. 

OCB represents: 

• discretionary individual behaviour, not directly or explicitly recognized by the 

formal rewards system; and 

• positive or constructive actions purposefully taken by employees to support 

co-workers and benefit the organisation. 
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Employees who engage in OCB are generally known as willing to go the extra mile 

to complete a satisfactory job for their employers.  

OCB has several practical implications for organisations, such as increased 

efficiency, effectiveness, adaptability and innovativeness, and can be categorised 

into various dimensions (Williams & Anderson, 1991; Joy & Campbell-Pickford, 

2016). 

• Altruism: willingness to assist with specific tasks and/or problems in the 

workplace. 

• Courtesy: consideration and respect for others. 

• Chivalry: tolerance and kindness towards others. 

• Awareness: optimism towards work and receptivity towards the policies and 

procedures of the organisation. 

• Civic virtue: responsible participation in organisational activities, such as 

participation in company sports day and charitable events. 

As per Zayas-Ortiz et al. (2015) commitment has been found to correlate most 

positively to the civic virtue aspect of OCB. The study however fails to consistently 

indicate whether the commitment that is researched in their study is in general or a 

specific category, such as organisational commitment or occupational commitment.  

Based on the researcher’s interpretation of the results of the study it is more likely 

that the study revolves around organisational commitment. Zayas-Ortiz et al. (2015) 

note that high levels of job satisfaction have a positive relation to OCB as satisfied 

employees are more willing to participate in positive OCBs.  

Since highly satisfied employees are commonly found to have higher levels of OCB 

and organisational commitment it is possible to infer that highly committed 

employees are also likely to show high levels of OCB. This inference is in line with 

the findings of Lee et al. (2000) who supports the notion that commitment is 

positively correlated to OCB. Wasti (2003) notes that affective commitment 

manifests as an emotional link to the organisation and consistently produces the 

most positive OCB (Figure 2-7).  
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Figure 2-7: Relationship between commitment and organisational citizen behaviour (OCB) 

 

Source: Synthesised by the researcher 

Proposition 2.2: 

Higher levels of commitment lead to higher levels of OCB. The inverse is also true 

namely that lower levels of commitment generally lead to lower levels of OCB. The 

relationship between OCB and commitment is true in the opposite direction as well: 

high OCB usually equates higher organisational commitment with lower OCB 

leading to lower commitment levels. 

2.3.4.3 Commitment and engagement (Figure 2-12.iv) 

Several authors have pointed out that highly committed and engaged employees 

provide organisations with certain advantages such as higher productivity and lower 

employee turnover (Vance, 2006a). Due to this expectancy, much effort has been 

spent understanding employee engagement. 

Vance (2006b) and Truss (2013) note that a universally accepted definition of 

engagement is lacking in current literature. The authors have however noted that 

several common themes emerge in the different definitions. Engagement, as 

referred to in this study, will mean that it adheres to the common themes as 

indicated by Vance and Truss.  
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Accordingly, engagement is accepted as referring to: 

• the satisfaction the employee perceives from the work that they are 

performing; 

• pride in the organisation; 

• pride and belief in the work being done by the employee; and 

• feeling of value (the inputs of the employee are perceived as being valuable 

to the organisation). 

Engaged employees are more likely to exert extra effort to achieve the goals of the 

organisation, making engagement a predictor of organisational citizenship 

behaviour (OCB) as discussed in Section 2.3.4.2. Vance (2006b) notes that 

engaged employees are more likely to be committed to the organisation. However, 

it is important to note that whilst engagement is closely related to commitment 

(committed employees are generally also highly engaged), the reverse may not 

hold.  

Highly engaged employees are not always highly committed. For example, where 

an organisation may have to face restructuring and reductions in staff, the 

organisational commitment shown by the employees may erode, even though they 

experience engagement influencing factors such as meaningfulness and variety in 

their jobs. It can thus be argued that whilst employee engagement drives 

commitment to a large extent, high engagement does not necessarily guarantee 

high commitment (Figure 2-8). 

Figure 2-8: Relationship between commitment and engagement 

 

Source: Synthesised by the researcher 

High commitment 

High engagement 
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According to Vance (2006a) engaged employees, who are also committed to their 

organisations, show higher productivity levels and lower turnover rates. Vance 

notes that whilst various definitions of engagement exist, the main themes include 

job satisfaction, pride in their organisations and the feeling of being valued.  

An engaged employee is more likely to go the extra mile and put in extra effort to 

deliver on-the-job performance (Vance, 2006a). A whitepaper by Citrix (2014) points 

out that by virtue of being mobile, mobile knowledge workers stand to lose various 

social aspects of the traditional working environment, such as the ability to engage 

in face-to-face communications and face isolation. This isolation could have an 

impact on their engagement.  

Proposition 2.3 follows from the above discussion. 

Proposition 2.3: 

Highly engaged employees are more likely to also be highly committed. However, 

engagement does not always indicate commitment. 

2.3.4.4 Commitment and empowerment (Figure 2-12.v) 

Empowerment is often regarded as a solution to employee alienation, especially in 

environments where employees tend to perceive their creativity as being stifled by 

restrictions imposed on the employee’s ability to make autonomous decisions. 

Empowerment is widely claimed to be a driver of effective functioning of modern 

organisations (Rawat, 2012). Chiu et al. (2007) note that an empowered 

environment is of high importance, as an empowered environment fosters work 

effectiveness and positively influences the value an employee holds towards an 

organisation.  

This study will understand empowerment as following the statements of Rawat 

(2012), namely that the broad definition of empowerment reflects on an environment 

in which an employee wishes to and feels able to shape her/his work role and 

outputs and feels that those outputs are valuable (Rawat, 2012). 

An empowered environment involves several cognitions (Thomas & Velthouse, 

1990; Hahm, 2018). 
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• Competence: self-efficacy specific to the job and the employee’s belief in 

her/his capability and competencies. 

• Self-determination: a feeling of causal responsibility to work-related actions 

and a feeling of having a choice and influence on actions and outputs. 

• Impact: the feeling of having an influence on strategic, administrative or 

operating outcomes. 

• Meaningfulness: a suitable fit between the requirements and purpose of the 

job and the employee’s personal value system as well as the degree to which 

an employee believes in and cares about the goals and purpose of this job. 

These four cognitions, which are part of an empowered environment, have been 

found to positively influence organisational commitment (Rawat, 2012). Chandna 

and Krishnan (2009:9) support this notion by stating that “employees feel more 

emotionally attached to and involved in the organisation if steps are taken to ensure 

that they perceive that their work affects the organisation [positively]”.  

Muo (2013) alleges that if a job is intrinsically motivating, employees will reach three 

psychological states, namely meaningfulness, responsibility and knowledge of 

results. The three psychological states have been linked to higher levels of 

motivation and organisational commitment (Geldenhuys et al., 2014). 

Affective commitment is closely related to intrinsic motivation (Meyer et al., 1998; 

Thomas and Velthouse, 1990; Hahm, 2018). Normative commitment shares 

commonalities with empowerment in the sense that self-determination could lead to 

the employee feeling obliged to remain in the employ of the organisation. It thus 

stands to reason that empowerment could, to a large extent, have the ability of 

increasing organisational commitment. 

Continuance commitment is however negatively linked to empowerment. Rawat 

(2012) reasons that if the employee feels incompetent, ineffective or undervalued, 

it could lead to a situation where the employee clings to the organisation and takes 

advantage of non-transferable investments such as relationships with co-workers. 

Conversely, an empowered employee would perceive alternatives as being 

available and achievable. Continuance commitment would thus decrease as 
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empowerment increases. The interplay between the commitment types and 

empowerment is depicted in Figure 2-9. 

Figure 2-9: Relationship between commitment and empowerment 

Empowerment

Normative 
commitment

Continuance 
commitment

Affective 
commitment

Decrease
Increase Increase

 

Source: Synthesised by the researcher 

Proposition 2.4: 

Affective and normative commitment increase along with increases in employee 

empowerment, whilst continuance commitment is expected to decrease as 

employees become more empowered. 

2.3.4.5 Commitment and job involvement (Figure 2-12.vi)  

When considering literature related to the constructs of commitment and job 

involvement, the primary differentiation between these two constructs lies in the fact 

that job involvement generally refers to the employee’s psychological identification 

with a specific job (Gopinath, 2020a; Ebeh et al., 2017) whereas organisational 

commitment denotes an employee’s attachment and support of the organisation 

(Mitonga-Monga et al., 2018).  

According to Gopinath (2020b) and Ebeh et al. (2017) these two constructs may 

interact in the prediction of job-related outcomes.  

Job involvement has been correlated positively with performance whereas 

organisational commitment seems more related to organisational factors such as 

absence and turnover (Ping Lim et al., 2017). O'Driscoll and Randall (1999) note 

that satisfaction with intrinsic and extrinsic rewards and perceived organisational 
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support are significantly linked with job involvement. Affective commitment is noted 

as positively aligned with job involvement whereas continuance commitment is 

negatively aligned (Figure 2-10). 

Figure 2-10: Relationship between commitment and involvement 

 

Source: Synthesised by the researcher 

Gopinath (2020b) describes the interaction of job involvement and organisational 

commitment (Figure 2-10) as a difference in attitude with job involvement being 

deemed more stable than organisational commitment. Employees holding strong 

work values were generally found to show higher levels of job involvement.  

Increases in employee motivation were also identified as a factor driving job 

involvement (Govender & Parumasur, 2010). The authors note that the two 

constructs are closely related and work together to influence work-related behaviour 

as discussed further in Randall and Cote (1991).  

It would thus seem that job involvement is more directly related to occupational 

commitment than organisational commitment. Cohen (1999) provides support for 

this interpretation. 

Proposition 2.5: 

Higher job involvement generally indicates higher organisational commitment. The 

inverse does however not hold; higher organisational commitment does not always 

point to higher job involvement.  
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Organisational and occupational commitment are fundamentally different and 

highlight different attitudes towards the job and the organisation. Job involvement is 

more directly related to occupational commitment and has an influence on this. 

2.3.4.6 Commitment vs. entrenchment (Figure 2-12.vii) 

Entrenchment refers to an employee’s tendency to remain in the same occupation 

due to significant investment in her/his career path with emotional investments to 

be lost in the event of a change of occupation, as well as limited awareness of 

alternative ways to exit the occupation (Scheible & Bastos, 2013).  

Entrenchment differs from commitment in the sense that a committed employee 

remains in his/her current job because of an inherent ‘wanting to’ whereas an 

entrenched employee wants to remain in a job owing to a feeling of being mentally 

forced to do so as they are aware of the losses that will be suffered when changing 

(Scheible & Bastos, 2013). Entrenched employees are concerned with these 

conditions and tend to adopt a static, defensive and/or immobilised position. 

Entrenchment is based on the concept of the continuance commitment component 

of the three-component model of commitment (Figure 2-11). 

When comparing commitment to entrenchment it becomes clear that commitment 

is a positive state of mind, whilst entrenchment is generally considered to have 

negative connotations.  

Symptoms of entrenchment may include (Carson & Carson, 1995; Scheible & 

Bastos, 2013): 

• desire to avoid social stigma; 

• fear of the unknown; 

• lack of desire to abandon privileges already acquired; and 

• doubt regarding finding similar or better opportunities. 

When a situation of entrenchment presents itself, the employee is noticed as 

generally lacking affective and/or normative commitment. Entrenchment is similar 

to continuance commitment in the sense that the employee feels compelled to 

remain in his current situation irrespective of his/her individual desires. 
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Figure 2-11: Relationship between commitment and entrenchment 

 

Source: Synthesised by the researcher 

Proposition 2.6: 

Entrenchment is a negative state of mind generally leading to an increase in 

continuance commitment whilst having a negative influence on normative- and 

affective commitment. 

2.3.4.7 Summary of commitment correlating constructs 

As shown in the discussions of the various constructs and how they relate to 

commitment, it can be seen that there are various theories pertaining to employee 

commitment that integrate and interact to form a more comprehensive whole.  

A common thread noticeable through the literature and the above-mentioned 

constructs (with the exception of job involvement) is that, in general, constructs 

pertain to organisational commitment with very few, if any, references to 

occupational commitment. It could also pose worthwhile future endeavour to 

investigate how these constructs relate to occupational commitment.  

2.3.5 Theoretical framework of commitment 

During the analysis of commitment-related constructs as discussed in Section 2.3.4, 

the researcher identified several propositions which led to the development of a 

framework of commitment that underpins the rest of this study. This framework 
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provides the researcher with insight into the interplay between the constructs of 

commitment and the potential impact that technology would have should it be found 

to affect any of the identified commitment areas (Figure 2-12). The identified 

propositions are summarised below. 

Proposition 2.1: 

Higher levels of job satisfaction equate to higher levels of organisational 

commitment. Lower levels of job satisfaction equate to lower levels of organisational 

commitment.   

Proposition 2.2: 

Higher levels of commitment lead to higher levels of OCB. Lower levels of 

commitment generally leads to lower levels of OCB.  

Higher levels of OCB usually equate to higher organisational commitment with lower 

OCB leading to lower commitment levels. 

Proposition 2.3: 

Highly engaged employees are more likely to also be highly committed. However, 

engagement does not always indicate commitment. 

Proposition 2.4: 

Affective and normative commitment increase along with increases in employee 

empowerment, whilst continuance commitment is expected to decrease as 

employees become more empowered. 

Proposition 2.5: 

Higher job involvement generally indicates higher organisational commitment. The 

inverse does however not hold; higher organisational commitment does not always 

point to higher job involvement.  
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Proposition 2.6: 

Entrenchment is a negative state of mind generally leading to an increase in 

continuance commitment whilst having a negative influence on normative- and 

affective commitment. 

Figure 2-12 diagrammatically depicts the propositions (see Appendix C for 

reference).  

Figure 2-12: The theoretical framework of commitment: Two-way links between commitment-related constructs  

 

Source: Synthesised by the researcher 

When considering Figure 2-12 it should be noted that two-way relationships are 

indicated, meaning, if two commitment constructs are linked together, they 

individually positively or negatively influence each other, depending on the level 

achieved by one of the two pairs in the relationship. Exceptions are connected by a 

dotted line, indicated that should one of the pair be higher (H), the other part of the 

pair will be experienced to a lower (L) degree. 
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With a wealth of constructs and different perspectives pertaining to commitment, it 

is reasonable to expect that there would also be a multitude of dimensions and 

factors influencing commitment. Before dealing with the factors influencing 

commitment, the question of why organisations should care about a committed 

workforce is addressed in the next section. 

2.4 The committed workforce 

The ability to attract, engage, develop and retain talent will become of increasing 

importance for organisations as the concept of boundaryless environments evolves 

and becomes more prominent in the modern environmental landscape. Lesabe and 

Nkosi (2007) and Van Dyk (2011) note that the ability to create and retain a 

committed workforce is an essential factor influencing an organisation’s success. 

Satardien et al. (2019) indicates that the loss of commitment towards the 

organisation has the possibility of alienating employees and seeing them seek 

positions at alternative (and sometimes competing) organisations.  

When considering the link between commitment and intent to leave, turnover is 

indicative of a breach of the relationship (commitment) between the organisation 

and the employee (Yousaf et al., 2015). This is in line with Lesabe and Nkosi (2007) 

who note that an understanding of commitment is of utmost importance to 

organisations as it will help in the determination of factors negatively affecting 

organisational efficiency.  

Organisational commitment has been identified as an important factor in both the 

work-related behaviour of employees as well as organisational functioning (Meyer 

and Herscovitch, 2001). The authors also note that high levels of organisational 

commitment have the potential of influencing and/or increasing employee wellbeing 

and organisational effectiveness. Conversely, lower levels of organisational 

commitment can lead to a decrease in organisational effectiveness. Chiu et al. 

(2007) support this notion and state that increased organisational commitment can 

increase employees’ productivity and performance.  
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Against this background Van Dyk (2011) readily notes the criticality of organisational 

commitment especially for developing countries (such as South Africa) with limited 

skills and resources.  

Various authors have shown links between intention to stay (staff retention) and 

commitment (Blau & Boal, 1987; Wasti, 2003; Freund, 2005; Ping Lim et al., 2017). 

According to the outcomes of these studies, higher levels of organisational 

commitment are a strong positive indicator of intention to remain with the 

organisation. Landsman (2008) points out that an intent to remain is positively 

related to actual staying behaviour. Meyer and Herscovitch (2001) state that 

intention to remain with an organisation is usually positively related to an employee’s 

performance.  

It is important to note that a decrease in organisational commitment is not the only 

factor that might encourage an employee to leave the organisation (Pittinsky & Shih, 

2004a). Yousaf et al. (2015) also note that there has been less research attention 

given to the impact that occupational commitment has on intent to leave. 

The benefits of a committed workforce have been summarised by Enache et al. 

(2013). These include: 

• reduced staff turnover; 

• reduced absenteeism; 

• increased job performance; 

• increased organisational citizenship behaviour; and 

• increase in employee health and well-being. 

Increased organisational citizenship behaviour and increased job performance have 

also been indicated by Bishop et al. (2000) as a consequence of organisational 

commitment. Organisational commitment is furthermore indicated as an influential 

factor in how employees respond to change and dissatisfaction with occurrences at 

work and with the outcome of a reduction in employee alienation (Meyer & Allen, 

1997). 
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A further summary of the benefits of organisational commitment can be found in 

Robinson (2003) showing a correlation with the results obtained by Enache et al. 

(2013) and others. According to Robinson's (2003) summary, the benefits of 

organisational commitment mainly include, inter alia: 

• intention to leave the employ of the organisation is decreased, leading to 

decreased employee turnover; 

• an increase in overall satisfaction with the job; 

• job performance increases may be noticed; 

• absenteeism is reduced; 

• decreased intention to search for alternative employers; and 

• increased total return to shareholders. 

Organisational commitment has also been associated with desirable outcomes for 

the employees themselves. There is evidence that individuals seek to belong and 

be committed (Khazanchi et al., 2016). It is plausible to assume that the drive to 

becoming committed may be due to a natural impulse resulting in an increase in the 

general levels of satisfaction of commitment employees.  

As noted by Yousaf et al. (2015) the impact and benefits of occupational 

commitment is not as widely researched as organisational commitment. The 

authors ascribe this to the fact that the literature seems to assume that occupational 

commitment and occupational turnover intentions are strongly linked, whilst this 

may not always be the case. Yousaf et al. (2015) have indicated that employees 

with low levels of occupational commitment could by implication show higher 

occupational turnover intentions as well as indirectly organisational turnover 

intentions.  

Yousaf et al. (2015) postulate that organisational commitment has a buffering effect 

on negative occupational commitment- and turnover intentions. In other words, 

negative occupational commitment- and turnover intentions may somewhat be 

reduced (and/or appeased) by high levels of organisational commitment. 

Since organisational commitment and occupational commitment are distinct but 

related concepts, it is of value to understand the factors that influence commitment, 

which is what the next section will deal with. 
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2.5 Factors influencing commitment 

Much has been written about the antecedents of commitment. It is interesting to 

consider Meyer and Herscovitch (2001) who state that research into the factors 

contributing to commitment is generally more researched than the question of how 

commitment develops. The authors postulate that this could be due to the lack of a 

single accepted definition of commitment, as well as largely unsystematic 

methodologies and failures to consider process-related issues in commitment.  

This statement bears true when considering the relatively small number of studies 

pertaining to the “how” and a larger number of studies relating to the “why” of 

commitment that were found in the literature. Some examples are noted in the next 

section. 

2.5.1 Selection of studies pertaining to the antecedents of 

commitment 

Case 2.1 

As early as 1966 Grusky (1966) postulated that, if all else being equal, the number 

of rewards an employee receives or expects to receive will have a positive influence 

on his/her commitment to the organisation.  

Case 2.2 

Chiu et al. (2007) allege that the psychological contract between the employer and 

the employee as well as the employee’s affective emotion ties to his/her group also 

influences commitment.  

Case 2.3 

Age and tenure are considered important antecedents of organizational 

commitment as they are the main indicators of side-bets according to Becker (1960).  

Case 2.4 

Steers (1977:22) attempted to “propose and test a preliminary model concerning 

the antecedents and outcomes of employee commitment to organisations…”.  
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Steers found that commitment was influenced by various variables, such as 

personal characteristics, work experience and job characteristics. Steers also noted 

that the variables proposed by various other studies pertaining to their influence on 

commitment can be categorised into several groups. Steers (1977) accordingly 

proposed a model to describe organisational commitment as shown in Figure 2-13. 

Figure 2-13: Antecedents and outcomes of organisational commitment 

  

Source: Adapted from Steers (1977) 

The factors influencing the three groups of characteristics noted in the first part of 

the Steers (1977) model are depicted in Table 2-7. 

Table 2-7: Factors influencing commitment characteristics 

Personal characteristics Job characteristics Work experiences 

• Age 

• Opportunities 

• Education 

• Interest 

• Job satisfaction 

• Challenges 

• Social interaction 

• Feedback 

 

• The nature and quality of 

experiences 

• Socialisation 

• Group attitudes 

• Organisational 

dependability and trust 

• Personal investment 

• Rewards  

Source: Steers (1977) 



71 | P a g e  
 

The second part of Steers' (1977) model for organisational commitment (Figure 2-

13) hypothesises that commitment leads to several specific behavioural outcomes, 

such as a desire to remain with the organisation (i.e., reduction in staff turnover), 

higher levels of attendance and an increase in the performance of committed 

employees. 

Case 2.5 

Meyer and Herscovitch (2001) identify motives or bases for employee commitment 

by proposing a summary of factors obtained from a large number of different 

studies. The factors include: 

• Involvement, 

• shared values, 

• identification, 

• investments side-bets, 

• lack of alternatives, 

• socialization, 

• benefits and/or experiences gained, 

• recognition, and 

• psychological contract. 

Case 2.6 

Robinson (2003) divided commitment into five components, each with its own 

influencing factors. The identified components are listed below. 

• Affiliative commitment: Alignment of the interests and values of the 

employee and the organisation. 

• Associative: The perception of belonging held by the employee. 

• Moral: A sense of mutual obligation between the employee and the 

organisation. 

• Affective: Feelings of satisfaction and fulfilment. 

• Structural: The employee’s belief that he/she is involved in a fair economic 

exchange. 
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Robinson (2003) further indicates the following as factors influencing commitment 

without specifically categorising them with the five components identified above. 

 

• Demographics (including age, gender, marital status). 

• Recruitment procedures (employees’ values should match those of the 

organisation. 

• Match between expectations and reality. 

• Induction and training. 

• Relationships with managers. 

• Relationships with peers. 

• Groups membership. 

• Organisational justice and trust. 

• Promotion, pay and rewards. 

• Work-life balance. 

• Job satisfaction. 

Case 2.7 

As noted earlier, commitment shows several correlations to other constructs that 

have the potential of influencing the commitment shown by an employee. Chiu et 

al. (2007) performed a study on the possibility of enhancing employee commitment 

through employee empowerment and concluded that commitment reflects the 

“relative strength of a person’s identification with and involvement in that 

organisation” (Chiu et al., 2007:576). Furthermore, the authors note that self-

efficacy is increased when employees are empowered.  

 

Case 2.8 

Combining empowerment with motivation and commitment can lead to increased 

efficacy and performance. Khan et al. (2014) performed a study on telecom sector 

employees which may be viewed as complementary to Chiu et al.'s (2007) study. 

Their results show that commitment is proportionally influenced by empowerment. 

The relationship between employees and managers is also identified as a 

contributing factor to employee commitment. The policies and strategies 

implemented by organisations also have a further influence on employee 
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commitment. Brewer (1996) found that organisational commitment is strongly 

dependent on managerial strategy.  

Case 2.9 

Jain et al. (2009) note that employee wellbeing contributes to organisational 

commitment to some degree, but generally only when the employer can provide a 

work environment that increases employees’ perceptions of experiencing a “hassle-

free existence” (Jain et al., 2009:271). This hassle-free existence shares some 

ground with the work of Robberts et al. (2015) who note that mobile knowledge 

workers require a streamlined, balanced and supportive environment to function 

optimally. Jain et al. (2009) correlate employee wellbeing with increased employee 

retention. Koh and Boo (2004) indicate that positively perceived organisational 

ethics leads to higher job satisfaction, which in turn leads to higher levels of 

organisational commitment. 

2.5.2 Relationship to commitment 

The researcher has noted that the antecedents of commitment noted in the literature 

are usually indicated as being related to organisational commitment without 

indicating the class of employees affected (office-bound vs. mobile). As shown 

earlier in this chapter (Section 2.3.2), mobile knowledge workers tend to have higher 

levels of occupational commitment as compared to organisational commitment. As 

it is rarely indicated which class of employees were included in related studies, 

hence, the researcher finds it plausible to assume that most research pertaining to 

the antecedents of commitment are related to office-bound employees and mainly 

focussed towards organisational commitment. 

The assumption that the antecedents from the literature are mainly focussed on 

office-bound employees becomes even more plausible when considering the work 

of Robberts et al. (2015).  

Robberts et al. identified some of the issues that mobile knowledge workers deal 

with by virtue of being mobile and technology-reliant, such as: 

• possible alienation,  

• loss of organisational identity,  
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• skewed work-life balance,  

• relatively degraded relationships with peers and managerial staff,  

• lack of group identity, and  

• socialisation opportunities.  

The issues mobile knowledge workers face are the very aspects that are indicated 

as drivers of organisational commitment.  

It is thus a worthwhile endeavour to attempt measures aimed at mitigating or 

diverting these issues to increase the organisational commitment of mobile workers. 

Irrespective of the measure put in place to increase the organisational commitment 

of mobile knowledge workers, some manner in which to measure the results of 

efforts is required so as to determine the success of the implementation. 

2.6 Measuring employee commitment 

The work of Porter et al. (1973) is very influential in the design of commitment 

measuring models. One such tool is the often-cited Organisational Commitment 

Questionnaire devised by Mowday et al. (1979). 

The Organisational Commitment Questionnaire (OCQ), as shown in Table 2-8 

consists of 15 items, of which 6 are negatively poled.  

Table 2-8: Questions of the "Organisational Commitment Questionnaire” 

Questions 

I am willing to put in a great deal of effort beyond that normally expected to help 

this organization be successful. 

I talk up this organization to my friends as a great organization to work for. 

I feel very little loyalty to this organization. (R) 

I would accept almost any type of job assignment in order to keep working for 

this organization. 
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Table 2-8 (continued). 

Questions 

I find that my values and the organization’s values are very similar. 

I am proud to tell others that I am part of this organization. 

I could just as well be working for a different organization as long as the type of 

work was similar. (R) 

This organization inspires the very best in me in the way of job performance. 

It would take very little change in my present circumstances to cause me to 

leave this organization. (R) 

I am extremely glad that I chose this organization to work for over others I was 

considering at the time I joined. 

There’s not too much to be gained by sticking with this organization indefinitely. 

(R) 

I often find it difficult to agree with this organization’s policies on important 

matters relating to its employees. (R) 

I care about the fate of this organization. 

For me, this is the best of all possible organizations for which to work. 

Deciding to work for this organization was a definite mistake on my part. (R) 

Source: Mowday et al. (1979) 

Responses are measured on a 7-point Likert scale from 1 (strongly disagree) to 

7(strongly agree), with items marked (R) being negatively marked.  

The goal of the OCQ is to determine a sliding scale of the level of commitment 

shown by the respondent. Higher scores are related to higher levels of commitment. 

The reliability of the OCQ is well documented and validated. For example, the 

Cronbach’s alpha (a measure of internal consistency) has been shown to lie 
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between 0.77 and 0.89 (BinBakr & Ahmed, 2015), which is a good indicator of the 

internal consistency of the questions. 

Whilst the OCQ is widely used as a measurement of commitment, it focuses on 

organisational commitment and will therefore be more troublesome to apply directly 

to occupational commitment without various adjustments.  

As noted in the discussion of Figure 2-12, the areas and factors involved in 

organisational commitment differ from those of occupational commitment. 

In an attempt to create a more acceptable model for measuring commitment, Stum 

(2001) performed an analysis of a set of data that was gathered during annual 

studies (starting in 1997) in order to determine how much commitment employees 

are willing to give to organisations and how to gain such commitment from 

employees. Table 2-9 depicts the six behaviours that were and identified and named 

in the Workforce Commitment Index. The Workforce Commitment Index 

measurements are underpinned by a five-point Likert scale on which employees 

indicate the extent to which they agree or disagree with each item. 

Table 2-9: Six behaviours of the "Workforce Commitment Index” 

Element of Workforce 

Commitment 

WCI Behaviours 

Productivity • The people I work with make personal efforts to 

improve their skills so that they can make a better 

contribution to their jobs. 

• The people I work with make personal sacrifices 

when required to help our workgroup succeed. 
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Table 2-9 (continued). 

Element of Workforce 

Commitment 

WCI Behaviours 

Pride • I would recommend my organisation’s products 

and services as the best that a customer could 

buy. 

• I would recommend my organisation as one of 

the best places to work in my community. 

Retention • I intend to stay with my organisation for the next 

several years. 

• I would stay with my organisation even if offered 

a similar job with slightly higher pay. 

Source: Stum (2001) 

 

Stum (2001) notes that the data studied during the development of the Workforce 

Commitment Index could be traced back to the work of Maslow (1943). The 

difference between Stum’s and Maslow’s treatment of the data is that Maslow looks 

at the individual in relation to the totality of their environment, whilst Stum focusses 

on the employee/employer dynamic. 

From the results gathered by using the Workforce Commitment Index, Stum created 

a model named the Performance Pyramid that indicates the different “levels” that 

an employee needs to achieve to show optimal organisational commitment. The 

Performance Pyramid shows similarities to Maslow’s Hierarchy of Needs (Figure 2-

14).  
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Figure 2-14: Maslow’s Hierarchy of Needs and the Performance Pyramid 

  

Source: Adapted from Stum (2001) and Maslow (1943) 

When considering Maslow’s Hierarchy of Needs and the Performance Pyramid 

(Figure 2-14) the levels of the pyramids need to be achieved hierarchically and can 

be correlated as follows. 

Physiological 

Basic survival needs, such as water, shelter and food forms this physiological layer 

of Maslow’s pyramid. This aligns with the Performance Pyramid’s safety and 

security layer which notes that an employee must feel physically and physiologically 

safe in a work environment before commitment can become possible. 

Safety 

Safety in Maslow’s pyramid refers to an individual’s strive to find or establish an 

environment that are free from dangers. Correlating with the Performance Pyramid’s 

rewards layer, compensation and benefits must be provided to an employee. 

Social 

Maslow’s pyramid regards the social layer as the need for relationships and 

affection for which people strive. The affiliation layer of the Performance Pyramid 

speaks to this layer by acknowledging the need to belong and be part of a group 

that are intrinsic to the motivations of employees. 

Esteem 

Maslow’s pyramid notes that self-esteem of people is the next level that needs to 

be addressed. The Performance Pyramid’s growth layer correlates to Maslow by 



79 | P a g e  
 

indicating that positive individual change and growth within the organisation must 

be addressed. 

Self-actualisation 

The top of the hierarchy in Maslow’s pyramid, self-actualization, notes the sense of 

fulfilment that a person can experience which enhances their own growth and allows 

them to contribute to the growth of others. The Performance Pyramid’s work/life 

harmony layer is achieved when there is a sense of fulfilment in balancing work and 

life responsibilities. 

Stum however suggests that the Performance Pyramid is not globally applicable 

and that different classes of employees may require attention to different factors.  

This is in line with the findings of Robberts et al. (2015) who pointsout that the needs 

of mobile workers are generally different to office-bound employees; Stum’s 

Performance Pyramid and the WCI may thus not be applicable without modification. 

The notion that different classes of employees require attention to different factors 

is further supported by Ellemers and Steenbergen (2009) who note that assessing 

commitment is relatively easy in work contexts where a single goal can be specified 

(for example “complete 10 sales calls in a day”), but increasingly difficult in situations 

where employees have multiple implicit (and to some extent unmeasurable) goals 

to attain. 

Stum does not specifically mention which type of employees was studied. Since the 

data analysed originates in 1997, the researcher considers it plausible to assume 

that contemporary mobile workers may not form the bulk of the responses, and 

consequently, the Performance Pyramid may not be wholly applicable to mobile 

workers. 

2.7 Conclusion 

The benefits of highly motivated and committed employees are generally well 

understood and documented in the literature, with various models pertaining to the 

understanding and measuring of commitment being proposed. It is valuable to take 

note of some important conclusions. 
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• Most theories and models pertaining to commitment are focussed towards 

organisational commitment. 

• Mobile knowledge workers have been shown to have higher levels of 

occupational- than organisational commitment. 

• The environment in which mobile knowledge workers thrive differs from that 

of office-bound workers. 

• Mobile knowledge workers are heavily reliant on technology to perform most, 

if not all, of their daily tasks and to interact with colleagues. 

• The organisational commitment of mobile knowledge workers is not as well 

understood and researched as the organisational commitment of office-

bound workers. 

This leads the researcher to the conclusion that, since the environment in which 

these two classes of employees (mobile vs. office-bound) thrive are different, the 

factors motivating, driving and guiding mobile worker behaviour also differ from 

those of office-bound employees.  

It can be argued that the factors affecting mobile worker commitment could also be 

different and that current models may not be sufficient when measuring and 

interpreting the commitment of mobile knowledge workers. The results yielded by 

these models may to a large extent be flawed when applied to mobile knowledge 

workers and could by extension reflect negatively on mobile workers. 

Technology is an essential part of the environment in which mobile workers operate 

and in order to allow mobile workers to perform optimally, these technologies need 

to be carefully selected (Robberts et al., 2015). It is plausible that the very 

technology that allows mobile workers to interact with organisational resources and 

colleagues could also influence their commitment. 

Despite the abundance of studies pertaining to organisational commitment, the 

commitment of specifically mobile workers has seen little research. Furthermore, 

the influence of information and communication technologies (ICT) on the 

commitment of mobile workers is even less understood. It can be argued that if 

poorly implemented initiatives can have a detrimental impact on employee 
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commitment, unplanned and impulsive implementation of ICT initiatives would 

arguably be no different. 

This chapter provided an overview of the theory that underpins this study. Employee 

commitment was explored by comprehensively discussing organisational 

commitment and occupational commitment as well as the similarities and 

differences. The differences between office-bound knowledge workers and mobile 

knowledge workers were also discussed. Commitment was correlated to various 

constructs, such as job satisfaction, engagement, OCB, involvement, entrenchment 

and empowerment. 

By establishing several propositions (Appendix C), a theoretical model of 

commitment was presented and discussed. This theoretical model of commitment 

is used in this study as the theoretical base of the research instruments and 

resultant output of the study. 

The following chapter will provide the reader with information around the research 

design and methodology that was adhered to during the study so as to elucidate 

data that leads up to the output of the study. 
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Chapter 3.  Research design and methodology 

Figure 3-1: Chapter 3 in context with the overall thesis 

 

Source: Synthesised by the researcher 
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The previous chapter introduced the reader to the concepts of occupational- and 

organisational commitment, the correlation between commitment and other related 

constructs and concluded with a set of propositions underpinning the commitment 

framework that provides the theoretical background to the rest of this study.  

In order to elucidate the impact of technology on the commitment of mobile 

knowledge workers, the researcher interviewed mobile knowledge workers with the 

intention of gathering information relevant to the phenomenon under question, 

namely the impact of technology on the organisational commitment of mobile 

knowledge workers. 

This chapter will provide the reader with an outline of the research process that will 

be followed as to the collection and analyses of information pertaining to the impact 

of technology on organisational commitment. The philosophical principles and 

strategies that underpin the research process will also be discussed. 

3.1 Addressing the research questions 

The study focusses on exploring the experiences, perceptions and behaviours of 

mobile knowledge workers, and how these relate to the commitment they show 

towards the organisation that employs them.  

By virtue of the dependence of mobile knowledge workers on mobility-enabling 

technology, the impact and usage of technology on the organisational commitment 

shown by mobile knowledge workers is of importance. To this end, this study 

explores the impact that technology has on the organisational commitment of mobile 

knowledge workers.  

To satisfactorily address the problem statement, various research questions need 

to be answered to achieve the objective of this study, which is the development of 

a framework that can be used to elucidate the areas where technology has an 

impact on the organisational commitment of mobile knowledge workers. 

This study relies on several activities to address the research questions and 

problem statement, in support of the output of the study, namely the Mobile Worker 

Commitment (MWC) framework. These activities are shown in Figure 3-2. 
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Figure 3-2: Research activities 

 

Source: Synthesised by the researcher 

The research activities as shown in Figure 3-2 are the activities performed in this 

study with the goal of addressing the various research questions and overarching 

problem statement of said study. By addressing the research questions, the 

researcher used the knowledge gained during each activity to build up to the 

development of the MWC framework. 

The research activities were performed in a phased approach. Firstly, an in-depth 

literature review was performed. The goal of the literature review was to provide the 

researcher with background information around commitment theory and how it 

relates to mobile knowledge workers and to establish a base of knowledge as it 

pertains to commitment theory in the current literature.  

The literature review provided the researcher with a clear direction as to the possible 

underpinning motives that govern the behaviour of mobile knowledge workers. This, 

in turn, guided the researcher to conceptualising the various elements related to the 

commitment of mobile knowledge workers as well as identifying the influence these 

elements could have on each other. The researcher offered several propositions 

(Appendix C) regarding commitment which were then coalesced to form the 

theoretical framework of commitment (Figure 2-12). 

The in-depth literature review performed by the researcher aided in addressing the 

first research question (RQ1), namely “What are the key differences between the 

organisational commitment shown by office-bound knowledge workers and mobile 

knowledge workers”. 
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The second activity that the researcher engaged in took the form of a survey. From 

the literature review, the researcher was able to identify and provide theoretical 

support for several factors that can influence commitment, such as the culture of 

the organisation, the training and induction provided to the employees, the 

characteristics of the job and tasks that the employee is expected to perform, the 

employee’s work relationship with peers and management, as well the manner in 

which the employee’s performance is measured. 

In an effort to collect relevant information around the phenomena in question that 

would provide the researcher with the ability to build a framework of the impact of 

technology, a survey was designed. The resulting interview guide was then explored 

by means of interviewing members of the respondent group. The goal of the survey 

was to obtain information that could aid the researcher in exploring and gaining a 

better understanding of the phenomena being studied. The information collected 

and explored by means of the survey answered the second research question 

(RQ2), namely “Which technological challenges do mobile knowledge workers face 

that influence the commitment they show towards their organisations?” 

Lastly, the researcher used the information obtained from the survey and combined 

it with the information gleaned during the literature review to devise the output of 

this study, namely the Mobile Worker Commitment framework (MWC framework).  

Devising the MWC framework drew on the collected survey data as well as the 

theoretical framework of commitment as established during prior research activities 

(i.e., literature review, survey) in order to present a further set of propositions. These 

propositions pertained to the technological challenges faced by mobile knowledge 

workers which have an influence on the organisational commitment they show 

towards their employing organisations. The propositions allowed the researcher to 

build up the MWC framework. The MWC framework addressed the third research 

question (RQ3) namely “Which factors can be addressed to influence the 

organisational commitment of mobile knowledge workers?”. 

The research activities (Figure 3-2) are supported by various underlying principles 

(Figure 3-3), as will be further discussed in Section 3.2. 
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Figure 3-3: Research design 

 

Source: Adapted from Saunders et al. (2015) 

By virtue of the dependence of mobile knowledge workers on mobility-enabling 

technology, the impact and usage of technology on their organisational commitment 

levels necessarily formed a large part of the focus of this study and was used as an 

underpinning factor when designing research tools and adhering to the underlying 

principles of this study. 

3.2 Underlying principles of this study 

This study works towards the creation of a framework to address the aspects of 

mobile knowledge worker commitment that can be influenced by technological 

means. To identify these aspects, the experiences and perceptions of mobile 

knowledge workers need to be investigated, pondered, interpreted and patterns 

identified in order to find the underlying meaning in the phenomena being studied. 

As shown in Figure 3-3, the study adheres to various principles that guide the data 

collection and analyses with the purpose of building the resultant framework that 

forms the output of this study. 

The philosophical stance of the researcher may influence how the researcher 

conducts research activities (Noordin & Masrek, 2016). The researcher thus deems 

it prudent to indicate the philosophical paradigm that informs this study.  
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Research philosophies are generally distinguished by using various criteria, such 

as ontology (assumptions about the nature of the world and reality), epistemology 

(assumptions about the nature of knowledge), and methodology (assumptions 

about the nature and aims of the research process). Two philosophies often found 

in Information Systems research are interpretivism and positivism (Riemer & 

Johnston, 2019). Interpretivism and positivism have several core differences, as 

shown in Table 3-1. 

Table 3-1: Juxta positioning interpretivism and positivism 

Dimension Interpretivism Positivism 

Ontology Reality is subjective and 

socially constructed. Reality 

depends on the observer’s 

perception and interpretation 

of the world. 

Reality is objective and 

independent of an observer’s 

knowledge of it. 

Epistemology Knowledge is subjective and 

dependent on perception and 

interpretation. Focus is placed 

on the subjective meanings 

that observers attach to that 

which they observe, and 

which influences their actions. 

Knowledge is objective and 

not influenced by perception 

and interpretation. Only 

phenomena that are 

observable can provide data 

and facts. 

Methodology Researchers act as 

interpreters and bring their 

own values and context to the 

explanation and interpretation 

of phenomena.  

Methods that allow for 

generalisation, like controlled 

experiments and surveys are 

utilised in the discovery of 

independently existing 

regularities or causal laws in 

behaviours 

Source: Adapted from Riemer and Johnston (2019) 
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An interpretivist approach in Information Systems research, unlike a positivist 

approach (Table 3-1), acknowledges the individual end user as having an active 

role in interpreting the outcomes of information technology artefacts and thus in the 

social construct of organisational reality.  Interpretivism attempts to interpret social 

reality through the subjective viewpoints of the embedded participants withing the 

context where the reality is situated. This approach recognises that, in order to fully 

understand the effect of information technology on the organisation, the researcher 

has to gain access to the end user’s own interpretations and experiences of the use 

of information technology artefacts in their approaches and execution of tasks. The 

approach also acknowledges that research into user interaction with information 

technology artefacts cannot be done at a distance but has to embrace rich methods 

of enquiry, usually in the form of interviews or case studies (Riemer & Johnston, 

2019).  An interpretivist philosophy in Information Systems research thus allows for 

the researcher to obtain data regarding the end users’ subjective experiences and 

perceptions; these can then be taken into account when collecting and exploring 

data.  

For the purpose of answering the research questions of this study, data collection 

will require interaction with end users who make use of technology. An 

interpretivist philosophy thus makes sense for the purposes of this study, as an 

interpretivist approach provides the researcher with the relevant mindset/lens to 

collecting data and interacting with respondents, as the users’ opinions and 

observations of the technological implementations cannot be disregarded. 

As noted by Lin (1998) positivism can identity the existence of causal relationships, 

whereas interpretivist work produces detailed examinations of causal mechanisms 

and how the variables interact. The researcher, therefore, follows the interpretive 

paradigm for this study, as the resultant framework shows interaction between the 

various aspects of commitment and how it related to mobile knowledge workers. 

In order to explore the experiences and perceptions of mobile knowledge workers 

from their individual subjective points of view, the interpretivist philosophy of this 

study is enhanced by following a transcendental phenomenological approach. A 

transcendental phenomenological approach is fitting for this study, as it ensures that 

rich amounts of data can be extracted from the subjective experience of the 
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research participants by isolating the experience of research participants when 

studying the nature of the experience and developing an objective “essence” 

through aggregating subjective experiences of a number of individuals (Moerer-

Urdahl, 2004). This also ensures that their perspective on the research topic is 

considered when addressing the questions posed by this study. 

Phenomenology provides the researcher with the ability to unravel the 

interrelationships between elements of experience and aid in understanding the 

nature and meaning of the experience of a specific group of people in a particular 

setting. Phenomenological research generally follows the steps as shown in Figure 

3-4. 

Figure 3-4: Phenomenological research process 

 

Source: Synthesised from Moustakas (1994) and Valentine and Kopcha (2018). 

As discussed by Moustakas (1994) and Valentine and Kopcha (2018) (Figure 3-4), 

phenomenological research follows the following steps. 

1. Problem and question formulation (identifying the phenomenon) 

The researcher delineates a focus of investigation (Moustakas, 1994) and 

formulates questions in such a way that it is understandable to others. 

 

2. Data gathering 

Research participants are viewed as co-researchers and a descriptive 

narrative is obtained by engaging and querying the participants. 
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3. Data analysis 

Collected data is analysed and scrutinised as to reveal their structure, 

meaning, coherence, configuration and the circumstances that led to the 

occurrence and clustering of data. 

The main reason phenomenology is selected for this study is because of the aim of 

the researcher to gain a deeper understanding of the consciousness of people who 

are in a particular situation and the motives and meanings behind the behaviours 

they show. In the case of this study, the researcher aims to understand the 

challenges and experiences of technology-dependent employees working in a 

mobile fashion. The researcher further aims to determine how technology influences 

the experiences of the mobile workers of the technology and environment in which 

they perform their tasks.  

The main data in this study are the experiences, words and actions of research 

participants. In line with the phenomenological research process as shown in Figure 

3-4, the researcher will devise a research instrument that aims to extract information 

regarding the participants’ experiences and opinions regarding the mobile work 

paradigm.  

The interpretivist phenomenological principles underlying this study will be furthered 

by following an inductive approach to analysing the collected research data.  

As per Thomas (2006), an inductive analysis is an approach that derives concepts, 

themes and interpretations by means of detailed readings of the data. Thomas 

(2006) also states that the purpose of an inductive approach is to allow findings to 

emerge from the themes in raw data, without the restraints imposed by structured 

methodologies, such as deductive analyses, where the themes are often obscured, 

reframed or left invisible because of preconceptions in the data collection and 

analyses procedures. An inductive approach thus provides the researcher with the 

ability to describe the actual effects, not just the planned effects. 

Thomas (2006) describes some of the principles underlying an inductive approach 

as the following. 

• Analysis is guided by the objective of the study, which identifies the domains 

and/or topic to be explored. 
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• Analysis is done through multiple readings and interpretations of the data; 

• The findings of the research emerge directly from the analysis of the data, 

not from a priori models or expectations. 

• The primary mode of analysis is the development of a model or framework 

from the data.  

Due to this, the researcher regards an inductive approach as the most appropriate 

for this study, as it will allow the researcher an “open-ended” approach to drawing 

conclusions; expectations are not set beforehand and can emerge as the collected 

data is analysed. An inductive approach also allows for the development of a 

framework that is not wholly defined by prior expectations which will cater for the 

outcome of this study.  

For the purposes of this study, an inductive multi-method approach to data 

collection will be followed, which will combine the findings from data collected by 

means of a survey (primary data) and an intensive literature review (secondary 

data). The multi-method data collection approach supports the research activities 

as shown in Figure 3-2 and allows the researcher to obtain the necessary data as 

required by this study. 

Interaction with mobile knowledge workers will be required in order to obtain 

information relevant to the goals of this study. A strategy with a flexible approach is 

thus deemed most appropriate.  

Due to the interpretive, naturalistic approach of qualitative research, the researcher 

regards a qualitative study more appropriate than a quantitative study to achieve 

this goal. The main differences between qualitative and quantitative research 

approaches are highlighted in Table 3-2. 

  



92 | P a g e  
 

Table 3-2: Qualitative versus Quantitative research approach 

Qualitative Quantitative 

An interpretive, naturalistic approach. Data analysed using statistical 

procedures. 

“Exploring and understanding the 

meaning individual or groups ascribe 

to a social or human problem”.  

(Creswell, 2013:4) 

“Testing objective theories by 

examining the relationship among 

variables”. (Creswell, 2013:4) 

Flexible structure of the written report Set structure of the written report 

Source: Adapted from Creswell (2013) 

As illustrated in Table 3-2 qualitative research provides a more flexible approach to 

the collection of information to support the questions this study addresses. 

Furthermore, according to Creswell (2013) a qualitative research approach is 

beneficial when a topic is lacking in research outputs and knowledge as it pertains 

to a certain sample or group of people, as is the case with the commitment of mobile 

knowledge workers. As discussed earlier in this thesis, the commitment of mobile 

knowledge workers has seen much less research than office-bound employees 

(Yuan & Zhen, 2005) (refer to Section 2.2). A qualitative approach will thus provide 

the researcher with the ability to explore and understand the phenomenon of 

commitment from the viewpoint of mobile knowledge workers.  

The researcher acknowledges that performing similar studies from a quantitative 

viewpoint can prove beneficial and aid in further validating the resultant output of 

this study; this is however not the scope of this study but could pose a valuable 

future research endeavour. 

Owing to the primary data collection being performed in a once-off manner, the 

research will thus have a “time-snapshot” characteristic. As such, the study adheres 

to a cross-sectional time horizon (Figure 3-3). When comparing cross-sectional 

to longitudinal studies, the time horizon for each study type differs. Longitudinal 

studies follow participants over a period and repeatedly collect data from the same 
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group of participants. With a cross-sectional time-horizon on the other hand, data is 

collected at a single point in time.  

Whilst the researcher acknowledges that a cross-sectional study may suffer from 

common method variance (CMV) and difficulty in drawing causal relationships 

(Rindfleisch et al., 2008), the researcher regards a cross-sectional time horizon as 

appropriate, as this study endeavours to address the gap in the literature with 

respect to the organisational commitment of mobile knowledge workers (Yuan & 

Zhen, 2005). A future research endeavour can include a longitudinal approach to 

determine further relationships and the long-term applicability of the results from 

this study. The output of this study is adaptable if required by future researchers 

should further longitudinal studies be done. 

3.3 Research process 

To achieve the goals of this study, the researcher followed a phased approach in 

order to complete the research activities with respect to gathering, interpreting and 

clustering the final research output as represented in Figure 3-5. 

By following the process shown in Figure 3-5, the researcher firstly created a 

theoretical framework of commitment that forms a foundation that the study relies 

on to develop the output of this study.  

In order to create this initial theoretical framework, the researcher established what 

the current state of knowledge is concerning commitment theory by focussing on 

several areas of commitment and how these areas relate to mobile knowledge 

workers. The knowledge accumulated from the literature review allowed the 

researcher to present various propositions which were scrutinized, linked and used 

to formulate the theoretical commitment framework. 
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Figure 3-5: Process that will be followed to achieve the goal of this study 

 

 

Source: Synthesised by the researcher 

The theoretical commitment framework as determined during the literature review 

process (refer to Figure 3-5) provided the researcher with a foundation which was 

used to guide the researcher with designing research tools that delve deeper into 

the areas that have emerged in the literature as influential on commitment.  

The resulting observations from the research tools were then applied to the 

theoretical commitment framework to create the resultant output of this study, i.e., 

the “Mobile Worker Commitment framework” (MWC framework), that signifies how 

technology impacts the organisational commitment of mobile knowledge workers. 

3.3.1 Literature review 

Moustakas (1994) recommends that a comprehensive literature review is performed 

as one of the first steps in a phenomenological study and that such a review is 
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beneficial for establishing the scope of the research, developing questions, and 

establishing of interview protocols.  

The researcher conducted a comprehensive study of current literature (Chapter 2) 

with the goal of accumulating current and relevant knowledge on commitment 

theory and providing background information to support the information that will be 

gleaned from the survey. The literature review focussed on three areas, namely 

general commitment theory, occupational commitment theory and organisational 

commitment theory and how each of these relates to both office-bound and mobile 

knowledge workers. Search terms included, amongst others: 

• organisational commitment;  

• occupational commitment; 

• commitment theory; 

• commitment focus areas; 

• benefits, disadvantages of organisational commitment; 

• contemporary views of commitment; 

• office-bound vs mobile worker; 

• nomadic workers; 

• job satisfaction theory; 

• engagement theory; 

• empowerment theory; 

• job involvement theory; 

• entrenchment theory; 

• three-component model of commitment; and 

• side-bet theory and commitment; 

The literature review provided the researcher with a clear direction as to the possible 

underpinning motives that govern the behaviour of mobile knowledge workers. This, 

in turn, guided the researcher to conceptualise the various elements related to the 

commitment of mobile knowledge workers as well as identifying the influence these 

elements can have on each other. 
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The literature review allowed the researcher to offer several propositions (Appendix 

C) regarding commitment which were then coalesced to form the theoretical 

framework of commitment (Figure 2-12). 

3.3.2 Surveys 

From the literature review, the researcher was able to identify and provide 

theoretical support for several factors that can influence commitment, such as: 

• the culture of the organisation,  

• the training and induction provided to the employees,  

• the characteristics of the job the employee is expected to perform,  

• the employee’s relationships with peers and management, and 

• the manner in which the employee’s performance is measured. 

In order to obtain the description of the research participants’ experience of the 

phenomenon being studied and to provide the researcher with the ability to build a 

framework of the impact of technology on the organisational commitment of mobile 

knowledge workers, a survey was designed. The resulting interview guide explored 

by means of interviewing members of the respondent group, which assisted in 

exploring the research participants’ lived experiences with mobile work and the 

influence of technology on it. 

3.3.2.1 Survey areas of concern 

The survey consists of several areas of concern (Figure 3-6) which focus on the 

commitment influencing factors identified from the literature. The areas of concern 

were explored largely from a technological point of view. For example, where 

questions pertaining to relationships were asked, the respondents were also 

questioned as to the availability of technology and their utilisation of the available 

technology and how it enhances or limits their experiences. 
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Figure 3-6: Survey focus areas 

 

Source: Synthesised by the researcher 

The areas of concern that were addressed in the survey (Figure 3-6) are listed 

below. 

• Commitment measures: 

Questions from the Occupational Commitment Questionnaire (OCQ) (Table 

2-8) were included in order to allow the researcher to identify patterns that 

link with the information provided by respondents. Albeit that the OCQ was 

established in 1979, this scale is still widely in use (Daniel et al., 2018; 

Meixner, 2020), as such, the researcher deems it an appropriate base for 

formulating commitment measuring related questions. 

 

As a future research endeavour, the inclusion of the “commitment measures” 

questions could provide researchers with the ability to correlate the findings 

from this study with their own research. 

 

• Demographics: 

It has been shown in the literature that certain demographic factors could 

have an influence on organisational commitment, for example Affum-Osei et 

al. (2015) indicate that there is a strong relationship between demographic 

variables and organisational commitment. Questions pertaining to the 

demographics of the respondents allowed the researcher to correlate the 

demographic-related findings from the literature to those of mobile 

knowledge workers, providing information as to the differences between 

Commitment 
Measures

Demographics
Job-related 

factors

Work 
environment

Relationships
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office-bound- and mobile knowledge workers (Research question 1). To this 

end, questions concerning gender, age and marital status were included. 

 

• Job-related factors: 

Questions pertaining to job-related factors such as work/life balance, tasks 

completion support, job crafting, and the level of responsibility afforded to the 

employee can provide the researcher with an understanding of the 

experiences and perceptions that respondents have with regards to the job 

they are currently employed in. The technological support that the 

respondents receive and the constraining/enhancing impact of the provided 

technologies on organisational commitment were subsequently explored 

(Research question 2). 

  

The questions in this category provide information to assist the researcher in 

identifying the problems that mobile knowledge workers experience and how 

this influences their organisational commitment levels. 

 

• Work environment: 

The work environment and culture of the organisation in which the employee 

is employed have an impact on the employee’s ability to form a positive 

corporate identity. They also influence employees’ attitudes towards their 

employers (Chandna & Krishnan, 2009). Amongst others, these factors have 

been shown as important factors in the fostering of positive organisational 

commitment.  

 

The researcher has noted, however, that both factors are to some extent 

influenced by the employee’s ability to be physically present at the office and 

able to physically interact with other employees. Mobile knowledge workers, 

by virtue of working in a mobile manner, are not as often physically present 

as office-bound workers. The questions in this category further explore this 

observation and provide information that to an extent address Research 

question 3 by identifying factors that have an influence on the commitment 

of mobile knowledge workers. 
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• Relationships: 

This study assumes that respondents perform tasks and duties in an 

environment where information and knowledge are shared with other 

employees. The questions that are included in this section provide 

information to further answer Research question 3 and mainly deal with the 

relationships (or lack thereof) that the employee has with peers and 

managers, as well as expectations the respondent may harbour towards 

these relationships. 

 

It should be noted that these relationships are not of a quantitative nature, 

but rather qualitative in the sense that it refers to the “human” relationships 

that respondents form and maintain with others. As respondents are reliant 

on technology to perform their tasks, questions in this section are highly 

influenced by the impact of technologies that allow for relationship building 

in a nomadic environment. 

3.3.2.2 Strategy for identifying respondents 

The sample size in a phenomenological study is smaller than would be required for 

a quantitative study, with a sample between 6 to 20 individuals deemed as sufficient 

(Ellis, 2016). Moustakas (1994) notes that the use of a small sample size allows for 

more in-depth interviews to be performed. A purposive sampling method were used 

as a means of selecting and interviewing participants, as it aids the researcher in 

selecting individuals with real life experiences of the phenomenon being studied, 

thereby allowing participants to share direct experiences when responding to 

research questions (Creswell, 2013). 

The respondents to the survey were selected from companies that employ large 

groups of mobile knowledge workers. Participants corresponding to several 

characteristics were selected to ensure they experienced a similar working 

environment with the goal of limiting the number of options which could emerge and 

thus ensure that the study does not veer into too many diverse directions.  
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These characteristics are: 

• respondents perform most of their work in a mobile manner3; 

• respondents are dependent upon technology to perform their tasks; 

• respondents have access to an office space that they can use should they 

require it; 

• respondents visit the office at least once a month under normal 

circumstances; 

• respondents work full-time in the insurance industry; and 

• all the members of the team of which the respondent is a member are 

situated in South Africa. 

The insurance industry in South Africa was identified as the target context for this 

study since many insurers are rapidly adopting technology in order to remain 

relevant to clients who are expecting faster and more timeous service (Motin, 2018; 

Naicker and Van der Merwe, 2018; Robberts et al., 2015; Pillay, 2018). The 

researcher thus deems the insurance industry an appropriate study target as the 

impact of technology becomes especially apparent when technological innovation 

is introduced. Furthermore, the South African context was selected as South Africa 

experiences high levels of digital inequality (Gillwald et al., 2018); this makes South 

Africa a rich, diverse context in which to investigate phenomena.  

3.3.2.3 Data collection 

The survey was conducted by performing interviews with the respondents in the 

form of a semi-structured interview guide (Appendix A). The researcher regards a 

semi-structured interview as the appropriate method of collecting data as it allows 

some flexibility with the sequence of questions and the manner in which questions 

can be asked. An interview guide was used during the interviews, however, by virtue 

of interviews being semi-structured, the interview guide allowed for unanticipated 

responses and additional issues that may emerge through the use of open-ended 

questions (Frances et al., 2009). Depending on the scenario, questions and 

interview strategy thus varied. The interview guide provided 37 “main” questions 

that were explored in depth. In some cases, “sub” questions for each “main” 

 
3 Interview schedule question 13 (Appendix A) 
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question were provided in order to assist the interviewer with guiding the 

conversation. 

The interviews were performed in a one-on-one setting (only interviewer and 

respondent present in the session) with the interviewer also taking notes during the 

interview, such as when a respondent reacts unexpectedly or to note topics that can 

be explored further at a later stage during the interview. The interview sessions were 

recorded, with the recorded data transcribed at a later stage to allow for data 

exploration. The individual interviews sessions lasted between 45 and 60 minutes, 

as discussed with the participants (See Appendix G). 

The goal of the interviews was to obtain information related to perceptions and 

experiences that mobile knowledge workers have regarding the impact that 

technology has on the factors that influence the commitment shown towards their 

employing organisation. As before, semi-structured interviews that allow the 

interviewer-respondent pair to explore the phenomenon under study from the 

individual’s perspective were ideal to identify aspects that may not be immediately 

apparent.  

3.3.2.4 Data exploration 

Once the researcher completed the survey process, the interviews were transcribed 

and hand-coded. Through various iterations of inspecting the transcribed data 

alongside the interviewer’s notes, common threads were identified. By grouping and 

categorizing the threads, the researcher identified themes, suppositions and 

conclusions which form the base of the findings of this study. This follows the 

suggestions of Moustakas (1994) that phenomenological methods allow 

descriptions of experiences to emerge through open-ended questions and dialogue.  

When conducting data analysis, a modified version of the Van Kaam method of 

phenomenological data analysis was used (Moustakas, 1994). Moustakas (1994) 

indicates that using the modified Van Kaam method of phenomenological analysis 

allows respondents to return to experiences, and that the method creates a 

comprehensive description which is necessary to accurately portray the essence of 

the experience. 
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The analysis process entailed the following steps: 

1. Horizontalization 

All data were treated equally, with no quote or excerpt deemed more 

important than any other. Quotes and expressions were listed and grouped 

relevant to the phenomenon under investigation. 

 

2. Reduction and elimination 

Expressions that were not essential to the phenomenon under investigation 

were eliminated. 

 

3. Clustering and thematizing 

The latent meanings of the expressions were explored and then grouped 

accordingly. These groupings formed the themes that expressed the 

experiences for each participant. 

 

4. Validation 

The identified themes were examined against the dataset to ensure that the 

theses are representative of the participant’s lived experience. 

 

5. Individual textural descriptions 

Individual textural description for each participant was built. 

 

6. Individual structural description 

Individual structural descriptions were built for each participant. 

 

7. Textural-structural description 

Textural and structural descriptions were combined to provide an 

understanding of the phenomenon. 

The data and observations that were obtained from the surveys, in combination with 

the findings from the literature review, were used to create the Mobile Worker 

Commitment (MWC) framework, which are supported by the theory in the 

commitment framework and focus on the technology that supports/constrains the 

mobile knowledge worker. 
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3.3.3 Reliability and validity 

Reliability pertains to the extent to which results are consistent over time and 

consistent results produced if a study is reproduced under a similar methodology. 

Validity determines whether a study truly measures what it intended to measure or 

how truthful the research results are (Golafshani, 2003). Golafshani notes that 

validity and reliability are two factors which should be taken cognisance of when 

designing a study and analysing results.  

Considering how reliability and validity should be addressed in a qualitative study, 

Golafshani (2003) notes that each paradigm should be judged in terms relevant to 

the paradigm. In the case of a qualitative paradigm, reliability can be determined by 

terms such as authenticity, credibility, naturality, consistency/dependability and 

applicability. The terms quality, rigor and trustworthiness can be used for validity in 

a qualitative paradigm. 

In order to ensure a measure of reliability and validity in this study, the researcher 

allowed each participant to review captured responses should they so wish (none 

were requested). Responses were repeated back to respondents to ensure that 

data was accurately interpreted. Two articles also emanated from this study 

(Appendix H and Appendix I); these articles were peer-reviewed and presented at 

scholarly conferences, which furthers the reliability of the conclusions in this study. 

3.4 Conclusion 

This study built on the principles of phenomenology in order to elucidate the 

necessary data to inform the output of the study. The study followed an inductive 

multi-method approach, adhering to a cross-sectional time horizon, involving an 

intensive literature review and the observation and exploration of information 

obtained by means of a survey. 

This chapter furthermore provided the reader with background regarding the 

research design and methodology that was followed to obtain information relevant 

to the impact that technology has on a mobile knowledge worker’s experiences 

whilst performing their tasks, how they interact with organisational resources, and 

the work relationships of which they are part.  
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The next chapter will explore the findings from the observations that were obtained 

during the data collection phase of this study. The characteristics of the respondent 

group will be discussed, findings and patterns that emerged from the data 

described, and the aspects that were shown to influence mobile worker commitment 

comprehensively discussed.  
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Chapter 4.  Examining the influence of technology 

on the organisational commitment of mobile 

knowledge workers 

Figure 4-1: Chapter 4 in context with the overall thesis 

 

Source: Synthesised by the researcher 
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The previous chapter provided the reader with information regarding the research 

design and methodology that underpins the data collection and analysis of this 

study. The process that was followed with respect to obtaining data relevant to this 

study was also detailed. In short, the activities leading up to this chapter involved 

establishing the current state of knowledge regarding commitment by performing an 

in-depth literature review focussing on commitment theory. The knowledge gleaned 

during the literature review allowed the researcher to establish a theoretical base 

that underpins the rest of the activities performed during this study. The underlying 

principles of qualitative phenomenology that was adhered to in order to collect and 

analyse the data were also discussed.  

The current chapter subsequently deals with the analysis and discussion of data 

that was collected by performing interviews. The purpose of the interviews was to: 

• explore whether the findings from the literature review also emerge during 

the interview findings; 

• assist in constructing a framework pertaining to the impact of technology on 

the organisational commitment of mobile knowledge workers; and 

• identify shortcomings in the application and use of technology by mobile 

knowledge workers. 

The data collected during this study supports the propositions that form the 

theoretical backbone of commitment (refer to Section 2.3.5) as identified during the 

literature review phase of this study and allows the researcher to devise a 

framework that deals with mobile knowledge worker commitment from a 

technological point of view.  

The researcher notes that part of the research in this chapter appeared as a peer-

reviewed conference paper in Robberts et al. (2020). 

4.1 Introduction 

As detailed in Chapter 2, the researcher conducted an in-depth literature review of 

commitment theory and how it relates to mobile knowledge workers, with specific 

focus given to the technological tools being used by mobile knowledge workers.  
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The literature review provided a theoretical base by means of the theoretical 

framework of commitment (Section 2.3.5) to guide the design of appropriate data 

collection protocols, so as to obtain data to support the resolution of the research 

question of this study, namely: 

To what extent does technology have an impact on the organisational 

commitment of mobile knowledge workers? 

During the literature review, the researcher established several propositions around 

the concept of commitment and developed a theoretical framework of commitment 

(see section 2.3.5) as it relates to the commitment of mobile knowledge workers. 

Following from this theoretical framework of commitment, the researcher identified 

certain factors that are influenced by the technology that is available and/or used by 

mobile knowledge workers.  

These groups of factors were identified as most significant when considering where 

effort spent adjusting or introducing technological innovations has the highest 

likelihood of positively influencing organisational commitment and related concerns. 

The groups of factors that were identified as influential in the organisational 

commitment of mobile knowledge workers are: 

• the use, availability and support of technology; 

• work relationships; and 

• job-related factors, such as organisational culture. 

The groups of factors were then used as a guide towards the design of an interview 

guide (see Appendix A). The interview guide was posed to respondents with the 

intention of establishing: 

• whether the factors and commitment-related concepts identified during the 

theoretical investigation were relevant to mobile knowledge workers;  

• what challenges mobile knowledge workers experience with the technology 

at their disposal; and 

• what influence the technology at the disposal of mobile knowledge workers 

has on these factors. 



108 | P a g e  
 

Interviews with selected respondents were conducted in the autumn of 2019 and 

involved 16 participants from three organisations that employ mobile knowledge 

workers actively working in the insurance industry. 

Interview respondents share several similar characteristics. 

• Respondents perform the majority of their work in a mobile manner4. 

• Respondents are dependent on technology to perform their tasks. 

• Respondents have access to an office space that they can use should they 

so require. 

• Respondents visit the office at least once a month. 

• Respondents work full-time in the insurance industry. 

• All the members of the team of which the respondent is part are situated in 

South Africa. 

An overview of the respondents is provided in Table 4-1. 

Table 4-1: Overview of respondents 

Respondent Gender Age Group Highest level 

of education 

Tenure at company 

(years) 

A1 Male 40 – 49 Honours 1 

A2 Female 21 – 29 Certificate 1 

A3 Male 30 – 39 Diploma 14 

A4 Female 30 – 39 Certificate 7 

A5 Male 21 – 29 Matric 2 

A6 Male 50 – 59 Degree 5 

B1 Male 40 – 49 Diploma 13 

 

  

 
4 Interview schedule question 13 (Appendix A) 
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Table 4-1 (continued). 

Respondent Gender Age Group Highest level 

of education 

Tenure at company 

(years) 

B2 Male 30 – 39 Diploma 6 

B3 Male 21 – 29 Degree 3 

B4 Female 40 – 49 Matric 11 

B5 Female 21 – 29 Certificate 3 

C1 Male 50 – 59 Certificate 4 

C2 Male 30 – 39 Matric 3 

C3 Male 30 – 39 Degree 2 

C4 Female 30 – 39 Postgrad 

Degree 

5 

C5 Male 40 – 49 Degree 6 

Source: Synthesised from interview findings 

All interviews followed a similar basic structure but, depending on the situation, 

individual questions and the manner in which the questions were asked varied 

(semi-structured). At no point before, during or after the interviews were the 

respondents shown the theoretical framework of commitment, simply to avoid 

influencing their responses. Figure 4-2 depicts the process followed during the study 

to reach the data analysis phase. 
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Figure 4-2: Process leading up to data analysis 

 

Source: Adapted from Figure 3-5 

 

By following the process as outlined in Figure 4-2 the researcher was able to 

establish a second set of propositions underpinned by the impact of technology that 

ties in with the theoretical framework of commitment as it relates to mobile 

knowledge workers. 

Various similarities between mobile knowledge workers, propositions around mobile 

worker commitment, and challenges related to technology were identified during the 

analysis of the data. The remainder of this chapter discusses the observations from 

the data that was collected during the interview process as it pertains to the 

organisational commitment of respondents and the influence that the technologies 

they use have on their levels of commitment.  

4.1.1 Characteristics of the respondent group 

In addition to theoretical reflection, room was also left for the generation of new 

knowledge from the data. The concept of commitment and how it relates to mobile 

knowledge workers was examined from the point of view of the individual 

employees, with the characteristics of the respondent group summarised as 

described below. Descriptive statistics in qualitative research allows researchers to 

provide another context in which to examine the phenomenon of interest (Sage 

Establish theoretical framework of commitment from 
propositions determined during literature review

Design interview schedule based on theoretical 
framework

Conduct interviews and note observations and 
information

Analyse data, discuss observations and establish 
second set of propositions
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Research Methods, 2008), consequently, statistics around gender, age group and 

highest level of education were collected and are presented next. 

Gender 

The majority of respondents were male.  

Figure 4-3: Gender distribution 

 

Source: Interview findings5 

The researcher acknowledges that the predominantly male respondent group could 

have the possibility of skewing the outcome of this study slightly, as female workers 

have been shown to value the social/emotional aspects of their jobs more than male 

workers (Morrison, 2007). The non-equal gender distribution is however in line with 

the findings of Acord (2018), Murthy (2015) and Stats SA (2018) which highlights a 

male-dominated gender distribution in various industries, including the insurance 

industry.  

Notwithstanding the above observation, the researcher does not expect the impact 

of the gender distribution of this study to have a significant impact on the research 

as a whole. It is recommended however that while interpreting the findings of this 

study, this possible limitation should be kept in mind.  

  

 
5 Interview schedule question 1 (Appendix A) 

Male
69%

Female
31%

Gender Distribution
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Age group 

Figure 4-4: Age group breakdown 

 

Source: Interview findings6 

The largest group of respondents were aged between 30 and 39 years, with the 

least number of respondents identifying 50 – 59 as their age group category.  

Whilst the low number of respondents in the 50 to 59-year age group versus the 

higher number of respondents in the other age groups could be indicative of a digital 

divide as discussed by Robberts et al. (2015), the interview guide did not solicit 

reasons for this disparity. The researcher accepts this as a limitation to the study; 

further study on the organisational commitment of mobile knowledge workers in 

different age groups could prove a valuable future research endeavour. 

  

 
6 Interview schedule question 2 (Appendix A) 

21 - 29
25%

30 - 39
37%

40 - 49
25%

50 - 59
13%

Age group breakdown
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Highest level of education 

Figure 4-5: The highest level of education received 

 

Source: Interview findings7 

The largest proportion of respondents indicated that they are holders of a tertiary 

degree. The researcher found it interesting to note that the respondents who 

indicated higher education were mainly in the 30 – 39 and higher age groups. Grade 

12 was more prevalent in the 21 – 29 age group.  

The researcher postulates that the reason for this discrepancy in education levels 

per age bracket may be because a common entry point into the organisations where 

interviews were performed are call centre positions with low entry requirements from 

an education-level perspective. Commonly, available mobile knowledge work 

positions are filled from the internal candidate pool. This was also noted by the 

researcher as part of the researcher’s own work experiences.  

It is, therefore, plausible to presume that a new employee might start working in the 

call centre soon upon leaving school and then pursue tertiary education whilst 

working. This conjecture would align with the education level – age brackets as 

indicated. 

 
7 Interview schedule question 3 (Appendix A) 

Grade 12
19%

Certificate
25%

Diploma
19%

Degree
37%

Highest level of education
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The rest of this chapter will provide a discussion of the findings of non-

demographical questions as explored during interviews. 

4.2 Aspects influencing mobile knowledge worker 

commitment 

As the landscape in which mobile knowledge workers operate changes in both 

organisational- and technological aspects, authors such as Enache et al. (2013) and 

Chen et al. (2009) indicate that it is becoming more common for mobile knowledge 

workers to show higher levels of occupational commitment than organisational 

commitment. Several observations from the interviews that were performed hinted 

at a change in the focus area of commitment shown by mobile knowledge workers. 

The reasons for this locus of commitment have been discussed by various authors. 

Some of the possibilities for this shift are described as being due to: 

• an increasing number of employees starting to work in a mobile manner 

(Robberts et al., 2015); 

• organisational restructuring and the introduction of hierarchical changes 

(Torraco, 2005); 

• increases in job insecurity (Briscoe & Hall, 2004; Yousaf et al., 2013) being 

experienced by employees; 

• changes in the corporate landscape and working environment (Torraco, 

2005); and 

• an increasing prevalence of nomadic information environments, influenced 

by factors such as knowledge intensity, globalisation, and virtualisation 

(Lyytinen & Yoo, 2001). 

From the above, it can be seen that insecurity pertaining to job stability and working 

environment has the potential of leading to lower levels of organisational 

commitment with higher levels of occupational commitment as employees 

increasingly depend more on themselves than on their employers (Yousaf et al., 

2015) to adapt to a changing work environment and policies.  
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The shift to higher levels of occupational commitment is in line with the findings of 

Bienkowska (2012) who states that the switch between organisational and 

occupational commitment is most likely ascribed to the changing environment in 

which organisations operate.  

The use and availability of technology can arguably be seen as an enabler of this 

shift towards occupational commitment as technology allows employees to detach 

to an extent from an unstable environment and perform their tasks in a mobile 

manner for an employer that might not be in the same geographical area as the 

employee is. Considering the inherent challenges of working in a mobile manner, 

such as isolation, difficulty building relationships and detachment from the 

organisational culture, a shift to occupational commitment is highly likely. 

The increased prevalence of nomadic information environments (Richardson & 

Benbunan-Fich, 2011) has a further influence on how mobile knowledge workers 

shift the focus area of their commitment. The widespread and increasing availability 

of mobility-enabling technologies has opened even more opportunities for 

knowledge workers to work in a mobile manner while remaining uncommitted to a 

specific employing organisation. Working in a mobile manner also provides mobile 

knowledge workers with the ability to change employers whilst able to individually 

manage their affairs independently and without too much interference in the way 

which the knowledge worker performs tasks (Ojala & Pyoria, 2018). 

From the interview observations that the researcher has collected, it is evident that 

mobile knowledge workers place a high value on their ability to perform their jobs in 

a mobile manner with several benefits being experienced8.  

Respondents indicated that mobile work: 

• increases their efficiency in completing tasks; 

• increases their feelings of job satisfaction; 

• provides a more positive experience for their clients and customers; 

• makes them feel more empowered; and 

• increases their general levels of productivity. 

 
8 Interview schedule question 19 (Appendix A) 
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It was however also pointed out that, despite the above-mentioned benefits as 

perceived by mobile knowledge workers, working in a mobile manner and relying 

on technology to perform their tasks and interact with colleagues often causes 

feelings of isolation, a loss of corporate identity, a general feeling of “missing out” 

on company activities and degraded relationships with peers and managers (Lee, 

2016; Sroka, 2018).  

“I don’t feel like I am part of the company as I cannot participate in 

company events.” 

“I have been working here for 2 years and I feel that I don’t know 

[the] people [I work with].” 

The drawbacks and benefits that were put forth by respondents tie up with several 

factors that have been shown to influence organisational commitment, as indicated 

in Figure 4-6. 

Figure 4-6: Increasing and decreasing commitment influencing factors by working in a mobile fashion 

 

Source: Synthesised by the researcher 

Figure 4-6 depicts how these benefits and drawbacks of mobile work influence 

commitment – where employee satisfaction, empowerment and productivity 

increase, organisational commitment also increases. 

The converse is true for corporate identity and organisational citizenship. High 

levels of isolation, as indicated by several respondents, can threaten the 

psychological connection between an employee and the organisation.  This has a 
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negative impact on the ability of the employee to form a strong corporate identity 

and subsequently engage in positive organisational citizenship behaviours. If the 

necessary attention to these factors is not given, organisational commitment 

generally suffers for it.  

The above discussion leads to the following proposition: 

Proposition 4.1: 

Relying on technology to perform tasks and interact with colleagues reduces 

corporate identity and organisational citizenship behaviours. The introduction of 

technology such as social media and virtual interaction technologies can reduce 

isolation and loneliness. 

The research data indicated that where organisations provide mobile knowledge 

workers with support and empathy regarding the mobile work paradigm, 

respondents tended to answer more positively when questioned about their loyalty 

towards their employer9.  

Mobile knowledge workers are highly dependent on mobility enhancing technology 

in order to perform their jobs, and as also recognised by Ojala and Pyoria (2018), 

the ability to work remotely is particularly important as it is linked to positive 

influences on organisational commitment. 

The three groups of factors following from the theoretical commitment framework 

(namely: availability and support technology, work relationships and job-related) 

that was used as a guide to design the interview guide are explored and discussed 

in more depth in this chapter.  

It is worth mentioning that the discussions in the rest of this chapter do not follow 

linearly along with the questions in the interview, rather, the discussions are 

arranged according to the three groups of factors identified previously with relevant 

observations provided accordingly. The interview guide question numbers are 

included as footnotes for cross-referencing purposes. Where relevant, comments 

from respondents are also included. 

 
9 Interview schedule question 32 (Appendix A) 
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4.2.1 Use, availability and support of technology   

The mobile knowledge workers who formed part of this study are highly dependent 

on technology that allows them to perform their tasks and/or connect to and utilise 

company resources (see Definition 2.5). When the technology at their disposal fails 

or interferes with the manner in which the mobile knowledge worker attempts to 

perform a task, it is often perceived as a factor that reduces their productivity. As 

stated by a respondent when queried about the importance of the technology in 

successfully performing a task: 

“[Technology is] crucially important. If I am at a client, I want to be 

able to help him [her] without having any issues. I want to look like 

a professional.” 

Considering the observation regarding the importance of adequate and reliable 

technology, the following is proposed: 

Proposition 4.2:  

Optimally functioning and reliable technology increases productivity and efficiency. 

4.2.1.1 The mobile environment 

The findings from this study have shown that several aspects of a mobile supportive 

environment were influential in the commitment shown by mobile knowledge 

workers. By combining the responses collected during this study, the researcher 

identified that the way these aspects were addressed was significant when 

considering the organisational commitment shown by respondents, as will be 

discussed next.  

The ability to work in a mobile manner 

Respondents enjoy the ability to work in a mobile manner and connect to the 

necessary resources by means of the technology at their disposal irrespective of 

where the worker might be physically located10. 

 
10 Interview schedule question 8 (Appendix A) 
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“I love it very much.” 

The ability to work from anywhere was identified by respondents as being an 

important factor in how satisfied they were with their working situation and how 

productive they felt11 (Figure 4-7). 

Figure 4-7: Outcomes of mobile work 

 

Source: Synthesised by the researcher 

Based on this observation, the ability to perform mobile work was shown as a driver 

for increasing job satisfaction and productivity amongst the respondent group. 

Respondents also indicated that should the ability to work in a mobile manner be 

negatively affected or completely removed, it would cause difficulties for the worker 

in his/her ability to complete tasks efficiently and in some instances, causing a 

decline in organisational commitment12. 

 “I would definitely struggle to do my job, so that would be a big 

problem for me.” 

The above discussion leads to proposition 4.3 and proposition 4.4. 

Proposition 4.3: 

Access to technologies which allow knowledge workers to work in a mobile manner 

is a desirable characteristic of knowledge work since it increases job satisfaction.  

 

  

 
11 Interview schedule questions 19 (Appendix A) 
12 Interview schedule question 27 (Appendix A) 
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Proposition 4.4: 

A reduction in the ability to successfully perform work in a mobile manner can 

decrease organisational commitment. 

Mobility-enabling technology 

The technology provided to and used by mobile knowledge workers was regarded 

as a very important part of their ability to perform their tasks. 

“It is very important; without it I cannot do my job. We are a 

paperless company and everything I do I must be able to load on 

the system. Before I can finish any task, I need to have loaded it 

onto the system.”  

“If my devices can’t work or it breaks, I cannot work at all” 

Whilst most respondents generally indicated that they were provided with adequate 

tools to perform their jobs, factors such as device speed, hardware configuration 

and storage capacity were often identified as problematic13.  

Contrary to the researcher’s expectations, respondents did not prefer to use their 

own devices to perform their tasks. They did however expect the company to pay 

for mobility-enabling “consumables” like data usage and cell phone calls14. 

“Company product, so they must pay and supply my devices.” 

In general, respondents were happy with the devices they were provided with to 

work on. It can however be noted in Figure 4-8 that whilst devices are deemed 

adequate, factors such as network issues cause mobile knowledge workers 

difficulties. The ability to resist network connectivity- and infrastructure-related 

issues was seen as highly valuable in order to ensure that the productivity of the 

respondent was not negatively impacted, leading to proposition 4.5. 

  

 
13 Interview schedule question 17 (Appendix A) 
14 Interview schedule question 14 (Appendix A) 
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Proposition 4.5: 

Robust and reliable technological tools that can resist network- and infrastructure-

related issues facilitate optimal productivity and increase job satisfaction. 

The main problems experienced by working a mobile manner was highlighted by 

respondents (Figure 4-8) as being network connectivity related, such as slow 

connection speeds when connecting to and/or using company resources. 

Figure 4-8: Problems experienced when working in a mobile manner 

 

Source: Interview findings15 

It should be noted that respondents could choose multiple options from the list of 

options provided. Respondents indicated that connectivity-related issues interfere 

with successful usage of the tools they were provided with and that this causes 

much difficulty and frustration. From this, it can be argued that the functionality of 

the tools itself might not be the root of the problem, but rather how these tools handle 

the mobile landscape and issues that arise from working in a mobile manner, such 

as connectivity loss.  

 
15 Interview schedule question 18 (Appendix A) 
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Load-shedding – the temporary interruption of electricity supply to avoid excessive 

strain on an electricity generating plant – was specifically mentioned by respondents 

as a factor that hampers their successful mobile work experience. According to the 

respondents, extended power interruptions disallow them from keeping the batteries 

of their devices properly charged, thus halting their efforts at working in a mobile 

manner16. 

“We had bad load-shedding the past couple of days, and it is 

usually just at that time when my battery dies. I can’t do anything 

then.” 

It should be noted that the findings depicted in Figure 4-8 and the discussion above 

reinforce proposition 4.5. 

4.2.1.2 Changes and updates to technology 

Apart from issues inherent to a mobile landscape, such as connectivity issues, 

several respondents identified that they were often provided with new tools or that 

changes were made to the tools they currently use without these changes being 

satisfactorily communicated to them. Respondents noted that they rarely receive 

adequate training or information on how to optimally use the new or changed tool, 

a situation which respondents deemed demotivating17. 

“I really don’t like it when they change things without telling me.” 

“I want to be shown how to do things and want somebody around 

to ask if I want to.” 

It can thus be concluded that inadequate communication regarding technology and 

changes to technology have negative effects as shown in the proposition 4.6. 

Proposition 4.6:  

Adequate communication and training pertaining to changes to the technological 

tools used by mobile knowledge workers increases job satisfaction and productivity. 

 
16 Interview schedule question 18 (Appendix A) 
17 Interview schedule question 11 (Appendix A) 
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All but one of the respondents noted that in the instances where changes to 

technological tools were communicated, it was done via e-mail. Respondents 

generally did not find communication via e-mail efficient. One respondent indicated 

that changes to tools were not communicated at all18. 

“IT sends change mails, but it is not really communicated 

properly. We have to figure out the changes when they happen 

without being informed.” 

 “Because sometimes things are not said properly in e-mails, 

there is no context, not enough information.” 

This perceived breakdown of communication can be seen in the responses of 

several respondents, who note that they end up being surprised when they 

encounter a changed feature or when the tool behaves unexpectedly and generally 

have to teach themselves how to use the new tool or feature.  

“I’m the one that figures it out.” 

Several respondents however admitted that even though they receive e-mail 

communication to alert them of pending changings, they tend to ignore those e-

mails and regard e-mail communication specifically related to technological 

changes as insufficient. The reasoning behind why respondents ignored e-mails or 

perceived them as an insufficient communication method was not explored in-depth, 

but the researcher postulates that this might be due to information overload or that 

respondents regularly receive an influx of e-mails that they do not perceive as 

relevant to them.  

This is an indication that the communication method used most widely to inform 

users of changes to the systems they use, namely e-mail, is an unsuccessful and 

unproductive use of e-mail technology, and that alternative methods need to be 

utilised, leading to proposition 4.7. 

  

 
18 Interview schedule question 12 (Appendix A) 
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Proposition 4.7: 

Although effective communication is important, the excessive use of e-mailing may 

lead to information overload and reduce the efficacy of e-mail as a communication 

method. Using features such as mailbox rules might aid in reducing some 

information overload caused by excessive e-mailing due to improved categorisation 

of received communications. 

4.2.1.3 Support structures for technological issues 

All respondents were aware of a predefined reporting protocol for reporting and 

receiving support when errors or unexpected behaviour are shown by the 

technology they use, usually indicated as being an IT Helpdesk. Although these 

protocols exist and can be used to request assistance with issues, respondents 

generally prefer to attempt and resolve their issues themselves by drawing upon 

their own experience of similar issues in the past19. 

“Helpdesk is too slow; I need my issues sorted faster than that.” 

The researcher identified that the tendency to try and resolve issues unaided could 

be for the reason that following the predefined reporting protocols was perceived as 

being tedious and slow. Respondents indicated that lead times to issue resolution 

were highly dependent on the type of issue being reported.  

“Lead time is normally dependent on the type of problem, whether 

it is desktop support or front-end support or backend support. Can 

range between minutes to weeks.” 

Providing users with an acceptable and timeous remote support experience can aid 

in reducing frustration and loss of productivity. Proposition 4.8 follows. It should be 

noted that proposition 4.8 agrees with proposition 4.7 and proposition 4.6 with 

respect to clear communication.  

 
19 Interview schedule question 16 (Appendix A) 
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Proposition 4.8: 

Frustration and productivity-loss can be reduced by the introduction of protocols and 

policies that govern interactions with support personnel, as well as clear 

communication on the progress of a remote support request. 

It should be noted that proposition 4.8 is of relevance not only to mobile workers, 

but also to office-bound workers. 

The impact of technological tools on the mobile knowledge worker 

The technological tools used by mobile knowledge workers were shown to impact 

not only the satisfaction they got from performing mobile work, but also on how 

efficient and productive they were. Where respondents indicated that they felt the 

technology at their disposal was inefficient at assisting them in performing their 

tasks, it was indicative of a low task-technology fit – in line with the task-technology-

fit theory as proposed by Goodhue and Thompson (1995).  

According to Goodhue and Thompson (1995), task-technology fit is the “degree to 

which a technology assists an individual in performing his or her portfolio of tasks”. 

The level of task-technology fit can be determined by examining how closely the 

requirements of a task and the functionality of the technology provided to perform 

that task is related, as indicated in Figure 4-9. 

Figure 4-9: High and low task-technology fit 

 

 

Source: Synthesised from Goodhue and Thompson (1995) 
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Figure 4-9 depicts the outcomes of task-technology fit. 

• Where the functionality of the technology provided matches the requirements 

of the task to be performed, a high level of task-technology fit can be 

expected. In other words, the technology provides the user with the required 

functionalities and features to perform the task at hand. 

• Conversely, if the functionality of the technology provided does not match the 

requirements of the task to be performed, a low level of task-technology fit 

can be expected – thus, the features and functionalities of the technology do 

not provide the user with the ability to effectively perform the required task.  

The effect of the task-technology fit theory is especially prominent amongst 

respondents who indicated that they perform a lot of non-routine tasks. These 

respondents often interact with technology and data in unusual and novel ways in 

order to obtain the information they needed to complete their tasks. 

“The tools do not always work well for me to do the things I need. 

Then I have to battle to get the required software installed or 

access to systems and that takes time and is pretty frustrating”. 

If the technology provided to mobile knowledge workers show low levels of task-

technology fit, it impacts empowerment and job satisfaction, which in turn negatively 

influences organisational commitment. Proposition 4.9 is indicative of the influence 

of task-technology-fit and commitment outcomes. 

Proposition 4.9: 

High task-technology-fit increases empowerment and job satisfaction, which in turn 

increases organisational commitment. 

4.2.2 Work relationships 

Work relationships form a central part of organisational theory and research. Work 

relationships influence how employees manage their careers, make work enjoyable, 

coordinate work across roles and how employees relate to their managers and vice 

versa (Heaphy et al., 2018).  
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Work relationships and how they are formed have been shown to be changing due 

to various factors, such as the shifting composition of the workforce, the changing 

nature of careers and organisations and rapid changes in technology (Heaphy et 

al., 2018).  

The findings from this study exposed how technology affects the work relationships 

of respondents and how their perception of these relationships influence the 

commitment they show towards the organisation. Two types of work relationships 

were examined during the interviews: 

• interpersonal relationships – the relationships between peers; and 

• managerial relationships – the relationship between employees and their 

managers. 

Relationships are defined as two or more entities interacting in a patterned way over 

time (Ferris et al., 2009) – these entities can include people, roles, organisations, 

groups and societies. Relationships are governed by rules or norms, and 

interactions among these relationships tend to develop patterns and regularity. Due 

to the fact that mobile knowledge workers generally enjoy less face-to-face 

interaction with their colleagues than office-bound workers, work relationships are 

usually the aspect of a mobile worker’s life that is the most deficient. 

4.2.2.1 Importance of work relationships 

In the case of mobile knowledge workers, relationships are highly dependent on 

technology that allows communication between parties to occur in order to establish 

and maintain relationships. Heaphy et al. (2018) note that organisations are 

increasingly employing technologies to allow worker independence, but that these 

technologies can detract from individuals’ and organisations’ abilities to attend to 

relationships. This was also shown in the study findings.  

A large majority of respondents noted that, even though they have a multitude of 

technological channels available to communicate with others, these channels do 

not replace the efficacy and personal nature of face-to-face communication and do 
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not aid in making the respondent feel included in the group20. 

“I sometimes also feel like we are the last to know if something 

happens at the office.” 

From the above discussion, the researcher presents proposition 4.10. 

Proposition 4.10: 

Working in a mobile manner negatively impacts communication and feelings of 

group-belonging. 

When considering the importance of work relationships, the researcher found that 

a large portion of respondents valued their relationship with their manager over 

relationships with their peers (Figure 4-10).  

Figure 4-10: Percentage of respondents indicating importance of relationships 

 

Source: Interview findings21 

  

 
20 Interview schedule question 25 (Appendix A) 
21 Interview schedule question 22 and 23 (Appendix A) 
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The researcher noted that the most probable reason that more respondents 

favoured a good relationship with their manager over their peers (shown in Figure 

4-10) could be ascribed to the manner in which performance was perceived as being 

measured. 

Respondents who favoured a good relationship with their managers indicated that 

although they occasionally interact remotely with their peers with the intention of 

gathering information, they believe that their manager has the highest influence on 

their performance appraisal - a good relationship is thus needed to attain the best 

possible appraisal.  

This observation correlates with the findings of Staples (2001) and Webster and 

Wong (2008) who note that since the opportunity for face-to-face communication 

between the employee and his/her manager is limited, the ability for managers to 

view and evaluate the employee’s behaviour first-hand is diminished. In order to 

establish a feasible evaluation mechanism, higher levels of trust between both 

parties are required. 

Respondents try their best to use the technology at their disposal to foster this trust 

and build and maintain a relationship with their managers. 

“Because they don’t actually know what I do or when I do it, I 

need to have a relationship with my manager so that she knows I 

do a good job. It’s about money, you know!” 

The number of times respondents remotely communicated with their manager also 

exceeded the number of times they communicated with their peers.  Figure 4-11 

depicts the total number of times all respondents communicated remotely with their 

managers and peers.  

It can be seen in Figure 4-11 that managers were contacted more often than peers. 
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Figure 4-11: Number of times managers and peers were contacted per week 

 

Source: Interview findings22 

The most common response was that mobile knowledge workers tend to contact 

their manager at least daily via e-mail. The reason for this communication was not 

only to receive task-related information but to indicate to their manager that they are 

actively engaging in work and performing the tasks required of them. Some 

respondents mentioned that they contact their manager in order to “show him [her] 

that I am still alive”23.  

The researcher found it interesting that each of the respondents who made a 

comment similar to the above did so in a joking manner and thought that they were 

unique in contacting their manager for this reason. This could be indicative that 

mobile knowledge workers are not aware of the motivations of their peers and/or 

the challenges their peers experience, most likely due to the mobile knowledge 

workers feeling isolated from the group.  

 
22 Interview schedule question 22 and 23 (Appendix A) 
23 Interview schedule question 22 (Appendix A) 
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Respondents indicated that the reason they contact their peers using remote 

communication technologies were mainly for work-related reasons, such as 

gathering information on a task that they are involved in24.  

“Sometimes I just need help with something, or to catch up on 

how they are doing with a specific task, or to get advice or 

answers to questions.” 

It was rarely indicated that colleagues were contacted using remote communication 

technology for non-work-related reasons. What is of interest to note was that the 

respondents who indicated that they contact their colleagues to “catch up” or “hear 

how they are doing”, generally responded more positively on questions pertaining 

to questions that were adapted from the Occupational Commitment Questionnaire 

(Table 2-8)25. The researcher postulates that this could be indicative of the “need to 

belong” as discussed by Khazanchi et al. (2016), who indicate that strong feelings 

of belonging can lead to outcomes such as improved organisational commitment. 

The experience and intangible knowledge of the respondent’s manager and peers 

were often relied upon by the respondent to assist him/her with questions or when 

the respondent needed to obtain information in order to complete tasks. 

Respondents that indicated that a good relationship with their peers is not of high 

importance to them generally did not contact their peers for information or advice. 

More than half of respondents indicated that it is not of particular importance for 

them to have a good relationship with their peers26. 

The observations provided by the respondents regarding how they regard, create 

and maintain relationships with managers and peers leads to proposition 4.11. 

Proposition 4.11: 

Mobile knowledge workers deem their relationship with their manager of higher 

importance than their relationship(s) with peers, which in turn negatively impacts 

group-belonging and inclusion. 

 
24 Interview schedule question 23 (Appendix A) 
25 Interview schedule questions 30 – 37 (Appendix A) 
26 Interview schedule question 28 (Appendix A) 
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4.2.2.2 Communication technology 

Various technologies which were used for communication were identified during 

interviews, with a strong preference for non-technological communication (face-to-

face) shown by respondents (Figure 4-12 and Figure 4-13).  

It should be noted that respondents could choose multiple options from the list of 

technologies provided as options. The percentages listed in Figure 4-12 are thus 

not exclusive of other options as an overlap of responses did occur. 

Figure 4-12: Technologies used to communicate with managers 

 

Source: Interview findings27 

Figure 4-12 indicates the various technologies used by respondents to 

communicate with their managers. Discussion forums weren’t indicated by 

respondents as a technology they make use of to communicate with their managers. 

Social media, intranet, SMS, Voice over IP and video conferencing were shown as 

the least used communication technology. Telephone/cell phone calls, WhatsApp 

and e-mail were most commonly used, apart from face-to-face communications, 

which were the most preferred communication method. 

 
27 Interview schedule question 25 (Appendix A) 
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Figure 4-13 depicts the technologies that were indicated by respondents as 

technologies used to communicate with peers. As per Figure 4-12, respondents 

could choose multiple options from the list of technologies provided as options. The 

percentages listed in Figure 4-13 are thus not exclusive of other options as an 

overlap of responses did occur. 

Figure 4-13: Manners in which respondents communicate with peers 

 

Source: Interview findings28 

When considering Figure 4-13, WhatsApp were the most favoured technology to 

communicate with peers (apart from Face to Face). VoIP (Voice over Internet 

Protocol) and video conferencing, and social media were indicated the least number 

of times; SMS and discussions forums were not indicated by any respondents.   

As shown in Figure 4-12 and Figure 4-13, respondents utilised various 

communication technologies in order to communicate with managers and peers. 

When comparing the technologies used to communicate with managers and peers, 

direct messaging solutions such as WhatsApp were most commonly used. 

 
28 Interview schedule question 25 (Appendix A) 
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Telephone/cell phone calls were used more often to communicate to managers than 

to peers.  

Face-to-face was a preferred communication option in both instances, with 

communication with managers by means of face-to-face interaction taking place 

slightly more often than communication with peers. 

A concern that was raised by most respondents was the fact that the response rate 

of various technologies, except for telephone/cell phone calls, was too slow, 

especially if the respondent needed to receive information quickly. Where face-to-

face communication was not possible, telephone and cell phone calls were 

indicated as the most favoured communication technology as it is a more direct 

manner of communicating.  

“I prefer the cell phone; I want to actually to talk to them. It is 

faster than going back and forth via e-mail or WhatsApp.” 

Several respondents noted that with telephone and cell phone calls, if the target of 

their communication attempt did not respond in an acceptable amount of time, it 

caused frustration and annoyance.  

“But sometimes when you phone, they are busy and cannot talk to 

you, and that is really annoying.” 

The ability to communicate successfully is an important factor that influences how 

relationships are formed and strengthened. From the responses received it can be 

concluded (as seen in proposition 4.12) that the biggest challenges with forming 

and maintaining work relationship are ascribed to strained communication and the 

impersonal nature of the communication technologies being used by mobile 

knowledge workers. 

Proposition 4.12: 

Relationship forming is directly impacted by the communication technologies used 

by mobile knowledge workers to communicate with others. 
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4.2.2.3 The impact of workplace relationships on the mobile knowledge 

worker 

Respondents generally felt isolated and out-of-the-loop with regards to happenings 

in their organisations. It was noticeable that this inherent isolation had an impact on 

the relationships that respondents formed with their peers and managers. The 

researcher noted that relationships are commonly born out of necessity rather than 

desire, even though several respondents indicated that they would like to have a 

better relationship with their peers29. Considering the above, it can be concluded 

that respondents communicate with their managers more often than with their 

peers; as is also noted in the discussion of Figure 4-11. 

The reasons provided for communicating with their managers include30:   

• obtaining work schedules and details of tasks to be completed; 

• following up on human resource (HR) related matters, such as leave 

approvals; 

• obtaining information required to complete a task; 

• updating the manager as to the goal achievements of the respondent; and 

• indicating to the manager that they are performing their tasks as expected. 

Communication with peers was limited to seeking advice on how to deal with 

specific situations and occasionally to find out how the peer is progressing with 

regards to their tasks. Where respondents were dependent on a colleague in order 

to complete a task, communication via remote communication technologies 

temporarily increased31.  

“I might inform them that I am not there [on leave], but not often 

[do I communicate with them]. Unless I need their help with 

something.” 

 
29 Interview schedule question 23 (Appendix A) 
30 Interview schedule question 22 (Appendix A) 
31 Interview schedule question 23 (Appendix A) 
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Several respondents indicated that their interactions with their colleagues were 

limited to meetings in physical locations – virtual meetings were rarely indicated as 

a method in which contact was had32. 

4.2.3 Job-related factors 

Job-related factors such as corporate culture, task completion support, work/life 

balance, job crafting and responsibility were shown in the literature to indirectly 

impact commitment via the factors’ impact on the areas as shown in the theoretical 

framework of commitment, such as satisfaction, involvement and empowerment 

(see Figure 2-12). 

Respondents indicated that they thoroughly enjoy working in a mobile manner as it 

provided them with several benefits, such as the ability to plan their day and 

improved productivity by virtue of, amongst others, fewer interruptions and the 

ability to focus for extended periods33.  

If the ability to work in a mobile manner were abolished or diminished, respondents 

felt strongly that they would be negatively impacted and the perceptions they have 

of their employer would be negatively impacted34.  

“Yes definitely. We had to go to the office once a day previously 

as an experiment, and that almost made me quit.” 

The importance and impact that respondents place on their ability to work in a 

mobile manner are summarised in proposition 4.13. 

Proposition 4.13: 

Employee perception of their employer is influenced positively when mobile work is 

allowed and supported. 

When queried about how mobile work and the technologies being used to allow 

mobile work influences certain aspects of their job experience, the responses to 

question 1935 did not differ by a very wide margin overall with the researcher noting 

 
32 Interview schedule question 25 (Appendix A) 
33 Interview schedule question 8 (Appendix A) 
34 Interview schedule question 27 (Appendix A) 
35 Interview schedule question 19 (Appendix A) 
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during interviews that respondents tend to have a similar experience. Table 4-2 

shows a sample of the responses received. 

Table 4-2: The influence of remote working on job aspects36 

The influence of mobile work 

on… 

Example of responses 

How efficient respondents were 

in completing tasks 

“Positive, it’s a good thing as I don’t get 

interrupted” 

“I would struggle to visit clients if I couldn’t 

work remotely” 

Respondents’ ability to plan their 

day 

“I can pretty much plan my day any way I 

want as long as I reach my targets.” 

How productive respondents feel “Most times if I work remotely, I am very 

productive” 

“Very much – I can work at any time, and I 

can always finish my work” 

“I don’t have a lot of distractions, so I can get 

quite a lot done.” 

The job satisfaction respondents 

get from their jobs 

“I would say yes, as I can finish important 

work, especially as I am a single parent” 

The experience of clients and/or 

customers 

“I think because I can see my clients face to 

face, they probably like it a lot more” 

  

 
36 Interview schedule question 19 (Appendix A) 
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Table 4-2 (continued). 

The influence of mobile work 

on… 

Example of responses 

The job security respondents 

experience 

“Not necessarily, it not based on working 

remotely only. It’s more for the benefit of me 

than for the company.” 

“In my industry I probably have job security, 

but that’s not a factor based on being able to 

work remotely – that is just the industry.” 

Source: Synthesised from interview findings 

All of the areas explored in Table 4-2 denote aspects that show either a positive or 

negative influence on organisational commitment. Comments around job security 

indirectly indicate a tendency towards occupational commitment.  

It should be noted that most respondents did not feel that their ability to work 

remotely has an impact on their job security. They do however expect that because 

they work in a mobile manner, they should be able to transition to another 

company/job more easily. 

4.2.3.1 Corporate culture 

Corporate culture has a strong impact on the behaviour an employee is expected to 

show at work and while completing tasks and how the employee actually behaves 

and completes tasks. Various studies (Nongo & Ikyanyon, 2012; Hai et al., 2018;) 

have indicated that corporate culture has a significant effect on organisational 

commitment, as depicted in Figure 4-14. 
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Figure 4-14: The influence of corporate culture on the theoretical commitment framework 

 

Source: Synthesised by the researcher from various sources. (Thomas & Velthouse, 1990; Saremi & Nejad, 

2013; Ahamed & Mahmood, 2015; Zeyada, 2018) 

Corporate culture has been found to influence job satisfaction (Ahamed & 

Mahmood, 2015). Cultural factors such as employee alignment with the 

organisational vision, mission and values, the procedures and rituals followed within 

the organisation, socialisation with other employees and appearance of the offices 

of the organisation influence how satisfied employees feel with their jobs. 

Corporate culture is also an indicator of the organisational citizenship 

behaviours shown by employees (Zeyada, 2018). The culture of the organisation 

influences the orientation of the organisation and its employees; if the culture is 

strong and in line with the organisation’s goals and objectives, it drives the 

employees towards showing behaviours that aid in achieving these goals. 

Employee engagement is positively influenced by a high-performance corporate 

culture that promoted behaviours and norms that are healthy and supportive. When 

employees are comfortable with and understand the culture of the organisation and 

know what is expected of them, they become more engaged (Baloch et al., 2019). 

The level to which employees can become empowered is strongly linked to a 

corporate culture that values the benefits of employee empowerment (Saremi & 

Nejad, 2013), such as self-efficacy and causal responsibility (Thomas & Velthouse, 

1990). 
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From the above, it can be seen that corporate culture has a definite impact on 

several factors that influence commitment; it can thus be argued that a positive 

corporate culture positively influences organisational commitment.  

The impact of corporate culture is also evident in the data collected and explored 

during this study. For example, respondents who provided more positive responses 

on the questions adapted from the Organisational Commitment Questionnaire37  

indicated that they share the same values and norms as the organisation by whom 

they are employed38 and that they generally agree with the policies related to 

important matters regarding employees39. The researcher thus posits proposition 

4.14. 

Proposition 4.14: 

If technology is used to entrench mobile knowledge workers to the culture of the 

organisation, and the culture of the organisation aligns with the values and norms 

of the employees, organisational commitment is improved. 

All respondents indicated that they participated in a structured induction or 

orientation program which aims to introduce the employee to the overarching 

culture, values, norms and policies of the organisation; this however did not seem 

to have made a measurable difference to the commitment shown by employees40. 

The researcher found that the technologies used to provide employees with 

induction and orientation do not adequately achieve the goals of the programmes 

offered by the organisation. Proposition 4.15 follows from this observation. 

Proposition 4.15: 

The technologies used by organisations to provide induction and orientation 

programmes to mobile knowledge workers need to be enhanced in order to have a 

positive impact on organisational commitment. 

 

 
37 Interview schedule question 30-37 (Appendix A) 
38 Interview schedule question 34 (Appendix A) 
39 Interview schedule question 31 (Appendix A) 
40 Interview schedule question 9 (Appendix A) 
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This study has furthermore found that the technologies used by mobile knowledge 

workers do not provide adequate exposure to the corporate culture of the 

organisation by whom the mobile knowledge worker is employed and do not foster 

a sense of inclusion (Figure 4-15)41.  

Figure 4-15: Frequency with which respondents felt like "part of the group" 

 

Source: Interview findings42 

The majority of respondents indicated that they “never” or “rarely” feel like part of 

the group (see Figure 4-15). The enhancement or introduction of technology that 

can assist in increasing a sense of inclusion will likely lead to a decrease in the 

number of mobile knowledge workers noting that they “never” or “rarely” feel like 

part of the group. It is of interest to note that the frequency of communication with 

peers were indicative of whether the respondents “usually” or “always” feel like part 

of the group. 

Of all the responses received, only a single specific mention was made of efforts 

shown by the organisation to expose the respondent to the culture of the 

organisation by means of remote communication technologies, such as e-mail and 

virtual conferences. The respondent showed great appreciation for these efforts, 

and it was also evident in the rest of the interview that the respondent was made to 

 
41 Interview schedule question 28 (Appendix A) 
42 Interview schedule question 28 (Appendix A) 

Never
33%

Rarely
33%

Usually
17%

Always
17%

"I feel like part of the group"



142 | P a g e  
 

feel like an important part of the organisation. Whilst other respondents from the 

same organisation didn’t make specific mention of efforts by the company, the 

researcher noted that communication with peers happened frequently, which seems 

to support the observation regarding frequency of communication with peers (Figure 

4-15) influencing how included respondents felt in the group. 

“They do their part to make us feel like part of the company. If 

something big happens, they specially get us together as a group 

to do something and join in the fun.” 

The technologies provided to the respondents to perform their tasks were shown to 

impact their perception of the organisation by whom they are employed, despite 

efforts of the organisation to build a positive organisational culture.  

“The computer they gave me is slow and does not work well and I 

do not like working with it. I don’t think they really care; I must 

work and work, but they do not help me.” 

Where respondents were provided with optimal, fit-for-task technologies and 

adequate support and training43, respondents concluded that their employers cared 

about their satisfaction and wellbeing, and this improved how valuable the 

respondents felt they were to the organisation. This is in line with the findings of 

Kadiresan et al. (2015) which notes that providing training to an employee generally 

leads to positive outcomes such as their perception of the employer improving and 

feelings of job continuity increasing.  

Proposition 4.16 follows from the above discussion. 

Proposition 4.16: 

Organisational commitment may be positively influenced by using fit-for-task 

technologies and providing adequate support and training; these interventions 

positively influence employee perceptions of their employers and the employee’s 

sense of value to the organisation.  

 
43 Interview schedule question 10 (Appendix A) 
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An almost universal feeling reflected in the responses was that respondents did not 

agree with how their productivity was measured44. Zhang's (2016) study on the 

negative aspects of mobile work also presented the same feeling – mobile 

knowledge workers have a perception of inequity about the managers’ ability to 

recognise and measure their productivity and achievements. 

Whether it was as a result of their managers not being able to gauge their 

productivity in a real-time manner due to the employee only being observable via 

mobility-enabling technologies, or whether productivity measurement criteria for 

mobile workers, in general, were inadequate or not understood, was not explored 

in this study. The reason for respondents’ disagreement with how their performance 

is measured is however hinted at by several responses on the matter: 

“I don’t think it always measured accurately. I think they don’t 

have a good, standardised measurement. I have bad TAT 

(turnaround time) but that is because I like to do a very thorough 

job, so even if it takes longer, my results are just as good as 

anybody else’s, maybe even better.” 

“Debatable, because they don’t actually know when I do what. 

You deliver on tasks, but you can leave it to the last minute and 

then get it done, they don’t know. The variables that they want to 

measure productivity with changes as and when they want it to.” 

From the comments made by respondents about the challenges they experience 

with performance measurement, the researcher posits that a goal-driven 

performance measurement for mobile knowledge workers may address this 

challenge.  

Where the goals of a team and/or individual employee are clearly understood, it 

fosters clarity, engagement and commitment. Consequently, the researcher posits 

proposition 4.17. 

  

 
44 Interview schedule question 29 (Appendix A) 
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Proposition 4.17: 

The goals that a mobile knowledge worker needs to achieve ought to be clearly 

communicated and understood in order to improve engagement and commitment. 

The goals should be made available for remote access, with progress towards the 

goal tracked with a technological tool that provides visibility to the employee, his/her 

team and manager(s). 

Further observations related to how mobile knowledge workers perceived corporate 

culture are detailed below45. 

• Except for one respondent who indicated that his organisation made specific 

efforts to include mobile workers in company events, the majority of 

respondents indicated that they never or rarely felt like part of the group. 

• Respondents generally were willing to put in extra effort to help the company 

be successful if they were able to receive something in return, such as a 

salary increase, bonus or other perks. 

• Respondents generally did not agree with how their performance was 

measured. 

• The manner in which mobile knowledge workers are exposed to the culture 

of their organisation via the technologies available to them is ineffective 

and/or not comprehensive enough. 

• Providing mobile knowledge workers with adequate fit-for-task technologies 

that allows them to perform their tasks can improve their perception of the 

organisation by which they are employed. 

• The commitment of mobile knowledge workers has the possibility of being 

influenced by using the available technologies to sufficiently entrench them 

in the culture of the organisation. 

 
45 Interview schedule question 28 (Appendix A) 
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4.2.3.2 Working hours and location 

Respondents were generally able to independently decide when they attend to the 

tasks expected of them according to their own working hours, albeit having to be 

available between certain company-defined core working hours46. 

“They expect me to be available at least between 09h00 and 

15h00, but I definitely work outside those hours too” 

Working hours indicated by respondents, as shown in Table 4-3, varied with several 

respondents not specifying any pre-defined working hours, indicating that they are 

able to perform their tasks at any time that suits them. 

Table 4-3: Working hours of respondents 

Working Hours Number of 

respondents 

08:00 – 16:30 4 

08:00 – 17:00 5 

09:00 – 17:00 1 

04:30 – 22:00 but not constantly working 1 

06:00 – 15:00 with sporadic working until 19:00 1 

No pre-defined set hours 4 

Source: Interview findings47 

The ability to set their own working hours was shown as a double-edged sword for 

respondents when it comes to working remotely. Respondents were able to plan 

their own day-to-day activities and oftentimes attend to non-work-related events, 

such as activities related to their children (school athletic meets etc.) whilst still being 

 
46 Interview schedule question 7 (Appendix A) 
47 Interview schedule question 7 (Appendix A) 
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available remotely; this however often skewed the balance between work- and 

home life48.  

Respondents indicated that the fact that they can work remotely interfered with 

family time, as they often had to log onto company resources and do work outside 

the hours they regard as their normal working hours. 

“I sometimes get calls over weekends from clients who want to 

make changes to their policies, then I have to log on and do it.” 

“I draw that boundary now, but it can interfere. In the past it 

interfered a lot until I made a conscious decision to  

stop overdoing it”. 

Whilst working in a mobile manner was the preferred way of performing tasks, all 

respondents indicated that they visited the physical office location of their 

organisation at least once a week49. When questioned as to the reasons for visiting 

the office, attendance of meetings was most commonly indicated. Additional 

reasons for visiting the office were also offered, but much less commonly than 

meetings. Table 4-4 shows a summary of the responses.  

Table 4-4: Reasons given for visiting the office 

Reason Number of respondents 

Attend meetings 15 

For the purpose of doing work 3 

Receive face-to-face support with an issue 2 

Social related reasons (functions, catching up with 

colleagues) 

2 

Source: Interview findings50 

Figure 4-16 shows the times per week respondents stated that they visit the office. 

 
48 Interview schedule question 7 (Appendix A) 
49 Interview schedule question 21 (Appendix A) 
50 Interview schedule question 21 (Appendix A) 
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Figure 4-16: How often respondents visit the office 

 

Source: Interview findings51 

Whilst respondents did visit the office at least once a week, a strong dislike in visiting 

the office was noted. This dislike was indicated as being due to various factors, with 

the most common responses being: 

• spending time stuck in traffic which could be used more productively; 

• too many distractions when visiting the office; and 

• the ability to avoid office politics and distracting gossip. 

The responses provided by respondents are echoed by the work of Sroka (2018) 

and Fonner and Roloff (2012) who found similarities in responses from their 

surveys. 

Respondents generally tried to avoid visiting the office except for situations that they 

were coerced to enter into, such as compulsory meetings and one-on-one sessions 

with their managers. Five respondents noted that attending compulsory meetings 

was the only time where they interacted with their colleagues in a non-work-related 

manner. 

 
51 Interview schedule question 21 (Appendix A) 

3 visits per week
37%

5 visits per week
13%

1 visit per week
50%

How frequently respondents visit the physical office
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An additional reason for visiting the office was to receive face-to-face support with 

an issue, such as a technological problem that the respondent cannot solve 

him/herself. 

4.2.3.3 The impact of job-related factors on the mobile knowledge 

worker 

Respondents generally indicated that they favoured positions where they can work 

in a mobile manner and if that ability were taken away or reduced, that they would 

become unhappy and unproductive. Furthermore, respondents indicated that they 

often felt isolated and excluded from the overall organisational structure and treated 

differently to the office-bound counterparts by virtue of them performing mobile work 

and not often being physically present in the office.  

It can be argued that the culture of the organisation by whom they are employed 

has a high impact on mobile knowledge workers, even though comprehensive 

entrenchment in the corporate culture is lacking. If the organisation has a culture of 

treating mobile knowledge workers as second-class citizens and has low levels of 

understanding of the needs of mobile knowledge workers and, therefore, does not 

strive to provide an optimally supportive environment by investing in adequate 

technologies, mobile knowledge workers tend to show lower levels of organisational 

commitment. 

4.2.4 Summary of observations from research data 

Various aspects that have an influence on mobile knowledge workers were 

identified. The following tables present observations from the research data; more 

detailed discussions can be found earlier in this chapter.  

The use, availability and support of technology as shown in Table 4-5 refer to the 

technology that users interact with to perform their tasks and interact with managers 

and peers. 
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Table 4-5: Observations regarding the use, availability and support of technology used by respondents 
(percentages are rounded to nearest integer) 

The use, availability and support of technology 

Question 

Number52 
Observation 

Percentage of 

respondents 

17 Mobile knowledge workers are dependent on the 

technology they are provided with in order to 

complete their tasks and communicate with 

clients, peers and managers.  

100% 

17 Respondents noted that the technological tools 

they use are of high importance to them 

successfully performing their tasks. 

100% 

17 Should the technology at their disposal fail, 

respondents indicated that they were not able to 

continue doing their jobs. 

100% 

14 Respondents expected their employers to provide 

them with technology. 

88% 

14 Respondents expect their employers to pay for 

the consumables the employee requires to work 

in a mobile manner, such as data. 

Where respondents did not expect their 

employers to pay for consumables, respondents 

were willing to provide funding for it themselves 

as it provides them a measure of flexibility as to 

which service providers they use to acquire the 

relevant consumables. 

63% 

  

 
52 Appendix A 
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Table 4-5 (continued). 

The use, availability and support of technology 

Question 

Number53 
Observation 

Percentage of 

respondents 

18 The main concern noted by respondents was that 

they often have difficulty with network and 

connectivity related issues, such as a drop in 

connectivity or bad network coverage. 

100% 

12 Changes to the tools and technologies used by 

respondents were communicated via e-mail. This 

was however seen as an inadequate 

communication method, as the changes 

oftentimes caught the respondents unaware and 

caused them frustration. 

100% 

20 Difficulty in finding required information was 

indicated as a drawback of working remotely.54 

63% 

15 System bugs and feature problems were shown 

as troublesome to the remote working 

experience. 

81% 

12 E-mail is an ineffective technology for 

communicating changes as respondents tend to 

overlook or ignore system-related e-mails. 

81% 

  

 
53 Appendix A 
54 Difficulty in finding information was not specifically noted by the rest of the respondents. 
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Table 4-5 (continued). 

The use, availability and support of technology 

16 Support structures (such as helpdesks etc.) 

were deemed as slow and ineffective, which 

caused most respondents to first try and 

resolve the problems they experience with 

the provided technologies themselves. 

81% 

10 Training on new systems or system features 

is regarded as insufficient. 

100% 

Source: Synthesised from interview findings 

The work relationships that respondents have with managers and peers provided 

the researcher with multiple observations pertaining to how these relationships are 

formed and maintained and the importance that respondents place on different work 

relationships (Table 4-6). 

Table 4-6: Observations regarding the work relationships that respondents have with managers and peers 
(percentages are rounded to nearest integer) 

Work relationships 

Question 

Number55 
Observation 

Percentage of 

respondents 

28 A good relationship with management was 

deemed more important than good 

relationships with peers, with respondent-

manager communication occurring more 

often than respondent-peer communication. 

63% 

28 A good relationship with peers was deemed 

important with respondent-peer 

communication occurring more often. 

37% 

 

 
55 Appendix A 
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Table 4-6 (continued). 

Work relationships 

20, 22 Respondents indicate that they communicate 

with their manager in order to obtain 

information about the tasks that they are 

working on and/or new tasks that they are 

assigned to. 

81% 

23 Communication with peers was limited to 

gathering information about tasks. 

37% 

23 Communication for social reasons, obtaining 

advice about dealing with certain task-related 

aspects and updating peers with progress 

were indicated as reasons for peer-

communication when respondents did not 

indicate that peer-communication was purely 

for gathering information about tasks. 

63% 

23 Slow response times when communicating 

with peers and managers were noted. 

94% 

22 Respondents mentioned that the most 

important reason for communicating with 

their manager was to indicate to the 

manager that the respondent was still 

actively involved in completing their tasks.56 

19% 

  

 
56 Whilst this response was not specifically sought out in the interviews, respondents who noted this 
reason for communicating were all males between the ages of 30 and 50. 
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Table 4-6 (continued). 

Work relationships 

29 The manner in which the performance of 

mobile knowledge workers is measured was 

generally disliked and deemed 

unfair/unrealistic by respondents. 

82% 

25 Apart from face-to-face communication, e-

mail, cell phone calls and instant messaging 

software were used most often to 

communicate with managers and peers. 

94% 

26 Isolation and lack of group-inclusion were 

shown by respondents. 

69% 

Source: Synthesised from interview findings 

Job-related factors as shown in Table 4-7, include, amongst others, the 

organisational culture of the company by which respondents are employed and the 

level of corporate acceptance and support for mobile knowledge workers. 

Table 4-7: Observations regarding job-related factors and their influence on respondents (percentages are 
rounded to nearest integer) 

Job-related factors 

Question 

Number57 
Observation 

Percentage of 

respondents 

26 The culture of the organisation that employs 

the respondent is not sufficiently entrenched. 

As such, respondents commonly felt like they 

were not part of the organisation. 

94% 

  

 
57 Appendix A 
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Table 4-7 (continued). 

Job-related factors 

29 Respondents generally did not believe that 

their managers knew what they did on a day-

to-day basis. 

69% 

28 The technologies used by respondents were 

not used to sufficiently expose them to the 

culture of their employers. 

94% 

7 Respondents often indicated a skewed work-

life balance58. 

63% 

21 Visits to the physical offices of the 

organisation were limited and oftentimes 

shied away from by respondents. 

63% 

8 Respondents indicated that they felt that they 

were treated differently to their office-bound 

counterparts. 

38% 

Source: Synthesised from interview findings 

Commitment related measures include observations related to the level of 

commitment that respondents felt towards their organisations at the time of their 

interviews. Observations are shown in Table 4-8. 

  

 
58 This response was not specifically sought after in the interviews and occurred organically. Future 
work may explore this topic further. 



155 | P a g e  
 

Table 4-8: Observations regarding the organisational commitment shown by respondents (percentages are 
rounded to nearest integer) 

Commitment related measures 

Question 

Number59 
Observation 

Percentage of 

respondents 

30 The effort respondents are willing to exert in 

order to help the company be successful is 

highly dependent on what benefit the 

respondent will receive, such as a bonus. 

94% 

32, 37 If a similar job at another company becomes 

available, respondents are willing to take it 

without showing much loyalty to the 

company by whom they are currently 

employed. 

94% 

34 Respondents felt that their values and those 

of their employers were similar. 

63% 

31 Respondents were unaware of their 

employers’ policies related to important 

matters regarding their employees. 

38% 

Source: Synthesised from interview findings 

More detailed discussions on the findings listed in the above tables can be found 

earlier in this chapter. 

4.2.5 Conclusion 

The interviews performed during this study provided the researcher with an 

understanding of the experiences and perceptions of mobile knowledge workers 

that influence their level of organisational commitment.  

 
59 Appendix A 
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The findings from the interviews conducted during this study have shown that 

technology by itself does not directly influence the organisational commitment 

shown by employees, except for influencing the perception that employees have of 

their employers. Additionally, providing employees with state-of-the-art 

technologies does not directly influence the level of commitment they show.  

Rather, it is how these technologies are implemented and utilised to influence the 

day-to-day experience of employees that were shown to have the greatest impact 

on organisational commitment. The researcher further concluded that the 

implementation of technological solutions needs to be carefully considered, as it is 

not the mere fact that technology is provided that influences mobile knowledge 

worker commitment, but rather how technology is used and implemented. 

From the observations discussed in this chapter, it can be seen that technology has 

a high value to mobile knowledge workers. Technology is relied upon not only to 

perform their tasks, but also to build relationships, enable communication with 

managers and peers, and expose them to the culture of their organisations.  

The difficulties that respondents identified can mostly be attributed to the fact that 

they are not physically present in the office. This leads to several challenges that 

organisations need to solve to positively influence the organisational commitment 

of mobile knowledge workers. These challenges and how the experiences of mobile 

workers vs. office-bound workers differ are shown in Table 4-9. 

Table 4-9: Differences between office-bound and mobile knowledge workers 

Aspect Office-bound workers Mobile workers 

Network 

connectivity 

Usually connected directly 

to the network with limited 

network interruptions. 

Remotely connected to the 

network and influenced by 

interruptions to their 

network connectivity (such 

as failures with the remote 

connectivity technology 

they are using). 

  



157 | P a g e  
 

Table 4-9 (continued). 

Aspect Office-bound workers Mobile workers 

Relationships Able to communicate face-

to-face with managers and 

peers and generally finds it 

easier to build relationships. 

Rarely communicates face-

to-face; displays difficulties 

in building relationships. 

Culture Able to experience the 

culture of the organisation 

first-hand. 

Difficult to entrench workers 

in the corporate culture as 

they are not physically 

present to experience the 

culture of the organisation. 

Inclusion Lower levels of isolation. Higher levels of isolation. 

Source: Synthesised by the researcher 

In an effort to provide respondents with similar experiences to their office-bound 

counterparts, organisations need to find ways of overcoming the challenges faced 

by mobile knowledge workers. The mobile knowledge workers interviewed in this 

study are highly reliant on technology. It would thus make sense that technology is 

leveraged by organisations to address the limitations experienced by working in a 

mobile fashion. 

Technology is, to a large extent the main connector between mobile knowledge 

workers and their organisations and by implication one of the most important tools 

that organisations can use to influence the commitment of their mobile knowledge 

workers. It is thus of significant importance that organisations spend time 

understanding how they can introduce and support technology to positively 

influence mobile knowledge workers. 

The next chapter will explore the various propositions identified in this chapter (also 

provided in Appendix D for reference) that have been indicated as influential on the 

commitment of mobile knowledge workers and how technology can be used to 

address the aspects that influence the organisational commitment of mobile 
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knowledge workers. Accordingly, a guiding framework, the Mobile Worker 

Commitment Framework (MWC), will be presented and discussed.  
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Chapter 5.  The Mobile Worker Commitment 

Framework (MWCF) 

Figure 5-1: Chapter 5 in context with the overall thesis 

 

Source: Synthesised by the researcher  
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In the previous chapter, the observations from 16 semi-structured interviews were 

discussed. Several findings around the impact that technology has, either directly 

or indirectly, on the factors that influence the commitment of mobile knowledge 

workers were explored. The discussions included factors such as the usage of 

technology, availability and support of technology, work relationships, and job-

related factors. These findings were presented as a set of propositions (Table 5-1) 

which forms the backbone of this chapter. 

In this chapter, the development of the Mobile Worker Commitment (MWC) 

framework will be presented. The various areas that form part of the MWC 

framework will be discussed. The areas include the impact of technology on the 

relational needs of mobile knowledge workers, task-technology fit and support for 

technological tools, and the impact of technology on the experiences mobile 

knowledge workers have of the culture of the organisation. 

5.1 Introduction 

The analysis performed in Chapter 4 allowed the researcher to identify several 

factors that influence the organisational commitment of mobile knowledge workers. 

The identified factors revolve around certain aspects, as shown in the summarised 

set of propositions (Table 5-1) that were identified in Chapter 4.  

Table 5-1 also includes the grouping of the different propositions as synthesised by 

the researcher, which are: 

• organisational factors, 

• technological factors, and 

• relational factors. 

Each of these groupings are further divided into the aspects that were found to have 

an influence on the organisational commitment of mobile knowledge workers. 
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Table 5-1: Propositions pertaining to the impact of technology on the commitment of mobile knowledge workers 

Proposition 

No. 

Proposition Group Aspect 

4.1 Relying on technology to 

perform tasks and interact 

with colleagues reduces 

corporate identity and 

organisational citizenship 

behaviours. The introduction 

of technology such as social 

media and virtual interaction 

technologies can reduce 

isolation and loneliness. 

Organisational Corporate 

culture 

4.2 Optimally functioning and 

reliable technology increases 

productivity and efficiency. 

Technology Resilience 

and 

dependability 

4.3 Access to technologies which 

allow knowledge workers to 

work in a mobile manner is a 

desirable characteristic of 

knowledge work since it 

increases job satisfaction.  

Organisational Support 

4.4 A reduction in the ability to 

successfully perform work in a 

mobile manner can decrease 

organisational commitment. 

Technological Resilience 

and 

dependability 
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Table 5-1 (continued). 

Proposition 

No. 

Proposition Group Aspect 

4.5 Robust and reliable 

technological tools that can 

resist network- and 

infrastructure-related issues 

facilitate optimal productivity 

and increase job satisfaction. 

Technology Resilience 

and 

dependability 

4.6 Adequate communication and 

training pertaining to changes 

to the technological tools used 

by mobile knowledge workers 

increases job satisfaction and 

productivity. 

Technology Support 

structures 

4.7 Although effective 

communication is important, 

the excessive use of e-mailing 

may lead to information 

overload and reduce the 

efficacy of e-mail as a 

communication method. Using 

features such as mailbox rules 

might aid in reducing some 

information overload caused 

by excessive e-mailing due to 

improved categorisation of 

received communications. 

Technology Support 

structures 
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Table 5-1 (continued). 

Proposition 

No. 

Proposition Group Aspect 

4.8 Frustration and productivity-

loss can be reduced by the 

introduction of protocols and 

policies that govern 

interactions with support 

personnel, as well as clear 

communication on the 

progress of a remote support 

request. 

Technology Support 

structures 

4.9 High task-technology-fit 

increases empowerment and 

job satisfaction, which in turn 

increases organisational 

commitment. 

Technology Task-

technology fit 

4.10 Working in a mobile manner 

negatively impacts 

communication and feelings of 

group-belonging. 

Relational Group 

inclusion 

4.11 Mobile knowledge workers 

deem their relationship with 

their manager of higher 

importance than their 

relationship(s) with peers, 

which in turn negatively 

impacts group-belonging and 

inclusion. 

Relational Workplace 

relationships 
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Table 5-1 (continued). 

Proposition 

No. 

Proposition Group Aspect 

4.12 Relationship forming is directly 

impacted by the 

communication technologies 

used by mobile knowledge 

workers to communicate with 

others. 

Relational Work 

relationships 

4.13 Employee perception of their 

employer is influenced 

positively when mobile work is 

allowed and supported. 

Organisational Corporate 

culture 

4.14 If technology is used to 

entrench mobile knowledge 

workers in the culture of the 

organisation, and the culture 

of the organisation aligns with 

the values and norms of the 

employees, organisational 

commitment is improved. 

Organisational Corporate 

culture 

4.15 The technologies used by 

organisations to provide 

induction and orientation 

programmes to mobile 

knowledge workers need to be 

enhanced in order to have a 

positive impact on 

organisational commitment. 

Organisational Corporate 

culture 
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Table 5-1 (continued). 

Proposition 

No. 

Proposition Group Aspect 

4.16 Organisational commitment 

may be positively influenced 

by using fit-for-task 

technologies and providing 

adequate support and training; 

these interventions positively 

influence employee 

perceptions of their employers 

and the employee’s sense of 

value to the organisation. 

Organisational Support 

4.17 The goals that a mobile 

knowledge worker need to 

achieve ought to be clearly 

communicated and understood 

in order to improve 

engagement and commitment. 

The goals should be made 

available for remote access, 

with progress towards the goal 

tracked with a technological 

tool that provides visibility to 

the employee, his/her team 

and manager(s). 

Organisational Support 

Source: Synthesised from propositions in Chapter 4 

Each proposition listed in Table 5-1 deals with how technology impacts the 

commitment of mobile knowledge workers, either by directly influencing a driver of 

organisational commitment, or indirectly by affecting factors that influence the 

organisational commitment drivers. 
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Having considered the factors that are addressed in each proposition and 

expanding the theoretical framework of commitment formulated in Chapter 2 (Figure 

2-12), the researcher has devised a framework that depicts the impact of technology 

on the organisational commitment of mobile knowledge workers, named the “Mobile 

Worker Commitment” framework, which will be discussed at a later stage in this 

chapter (refer to Section 5.1.1). 

For ease of reference and to aid discussion during this chapter, the theoretical 

framework of commitment as presented in Chapter 2 will briefly be presented and 

relabelled as Figure 5-2. 

Figure 5-2: Overview of the theoretical framework of commitment  

 

Source: From Figure 2-12 

When considering Figure 5-2 it should be noted that two-way relationships are 

indicated, thus, if two commitment constructs are linked together, they individually 

positively or negatively influence each other, depending on the level achieved by 

one of the two pairs in the relationship. Exceptions are connected by a dotted line, 
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indicating that should one of the pair be higher (H), the other part of the pair will be 

experienced to a lower (L) degree. 

The main factors that were determined to be influential in the level of organisational 

commitment shown by employees are noted below. 

Involvement 

Involvement refers to an employee’s psychological identification with a specific job. 

Higher job involvement generally points to higher organisational commitment. 

Satisfaction 

Job satisfaction generally relates to the feelings and attitudes that an employee 

shows towards their job and the degree of fit between the employee and the 

organisation. 

Organisational citizenship behaviours (OCB) 

Employees that engage in OCB are generally known as willing to go the extra mile 

to complete a satisfactory job. OCB includes behaviours such as altruism, courtesy, 

chivalry, awareness and civic virtue. 

Entrenchment 

Entrenchment refers to an employee’s tendency to remain in the same occupation 

due to a significant investment in a career path with emotional costs to be lost in the 

event of a change of occupation, as well as limited awareness of alternative ways 

to exit the occupation. Entrenchment is generally seen as a negative outcome, as it 

decreases normative and affective commitment, but increases continuance 

commitment. 

Embeddedness 

Embeddedness embodies several critical factors, which can influence commitment 

either negatively or positively. The critical factors include: 

• the connections between employees and their peers and managers,  

• the employee’s activities (“links”), 

• how well the employee fits in the occupation, 
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• the suitability of the occupation for the employee (“fit”), and  

• the ease with which these connections can be sacrificed (“sacrifice”). 

Empowerment 

Empowerment is generally considered to include: 

• an employee’s belief in his/her capabilities and competencies,  

• the feeling of causal responsibility to work-related action 

• the feeling of having a choice and influence on actions and outputs 

• the feeling of having an influence on strategic, administrative or operating 

outcomes, and  

• a suitable fit between the requirements and purpose of a job and the 

employee’s value system. 

Engagement 

Engagement generally refers to the feeling of value and satisfaction that an 

employee gains from performing tasks for the organisation, the pride and belief in 

the work being done by the employee and pride in the organisation. 

5.1.1 The Mobile Worker Commitment (MWC) framework 

The interview findings as discussed in Chapter 4 allowed the researcher to establish 

several propositions (Table 5-1) pertaining to the way in which technology impacts 

the commitment of mobile knowledge workers. 

The resulting framework (Figure 5-3) encompasses the propositions by indicating 

the relationships between the aspects that inform the phenomenon being studied. 

As is evident in Figure 5-3, various aspects are linked together denoting how the 

factors influence each other. Three components can be identified as direct 

indicators of organisational commitment, namely job satisfaction (Figure 5-3.xii), 

empowerment (Figure 5-3.xiii) and organisational citizenship behaviours (Figure 5-

3.x). Technology underpins the entire framework, as technology was found to 

influence each factor shown in the figure. 
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Figure 5-3: The Mobile Worker Commitment framework 

   

Source: Synthesised by the researcher 

Three groupings can be noted in the framework (Figure 5-3). 

Relational (Figure 5-3:i, ii, iii) 

Relational aspects deal with the impact that technology has on the relationships that 

mobile knowledge workers form at work and how these relationships are 

maintained. The relationships include professional relationships (such as with a 

manager) and social relationships (such as friendships and bonds with other 

employees).  

In order to form and maintain relationships, mobile knowledge workers are reliant 

on technology as an enabler. The reliance on technology however often leads to 

feelings of isolation and degraded group inclusion experiences for mobile 

knowledge workers. 

If technological innovations are introduced to allow the mobile knowledge worker to 

experience satisfying relationship building and maintenance, affective commitment 

is positively influenced. 
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Task-technology fit and support (Figure 5-3:iv, v, vi, vii, viii) 

Mobile knowledge workers are dependent on technology; technology thus has a 

direct impact on how the employee experiences and takes part in aspects of his/her 

daily tasks. Where the technology at the disposal of a mobile knowledge worker is 

appropriate with a high level of task-technology fit, the efficiency and productivity of 

a mobile worker are generally increased, which in turn leads to higher levels of job 

satisfaction and affective commitment. 

Apart from the influence that technology has on the daily doings of the mobile 

worker, the capabilities and features of the technology and the support that are 

provided when difficulties with the technologies arise are also significant, as poor 

support and training leads to increased frustration and a poor level of job 

satisfaction. It should be noted however that where significant effort is spent on 

remote training and support, normative commitment increases. From a task-

technology point of view, technology has an influence on affective commitment by 

increasing job satisfaction and fosters a feeling of “wanting” to remain within the 

organisation. 

Cultural (Figure 5-3:ix, x) 

An organisation that employs mobile knowledge workers has the ability to influence 

organisational commitment by means of the technology that they implement. 

Technology is a crucial enabler allowing the organisation to entrench mobile 

knowledge workers in the norms, values and culture of the organisation and 

influence the perception that the mobile knowledge worker holds about the 

organisation by which he/she is employed. 

The rest of this chapter will discuss the impact of technology on the various aspects 

of the MWC framework by focussing on: 

• providing an overview of the aspect; 

• indicating how it links to the theoretical framework of commitment and the 

role that technology plays; 

• discussing how the aspect aligns to the organisational commitment of mobile 

knowledge workers; and  
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• suggesting strategies on how to select technological innovations in order to 

positively influence the aspect. 

5.2 Influencing commitment on different levels 

Technology influences various aspects of a mobile knowledge worker’s 

environment and work life that were found to have an impact on the organisational 

commitment shown by the mobile worker. These aspects include the relational 

needs of the mobile knowledge worker, the level of task-technology fit and how well 

the organisational culture is communicated and internalised by the mobile 

knowledge worker. The following sections discuss these aspects in more detail. 

5.2.1 The impact of technology on the relational needs of mobile 

knowledge workers  

How well mobile knowledge workers are able to form and maintain relationships at 

work has an impact on the levels of affective commitment experience experienced 

by the worker. Feelings of group inclusion can be increased where the relationships 

are satisfying.  

Positive and effective relationships consequently decrease the isolation mobile 

knowledge workers commonly experience by working remotely and relying on 

remote communication and connectivity technology (Figure 5-4). 

As mobile knowledge workers are not as often physically present in the office as 

their office-bound colleagues, mobile knowledge workers rely on technology as an 

enabler for meeting their relational requirements. Mobile knowledge workers often 

experience limited opportunities for direct face-to-face interaction with colleagues 

and managers, with consequent reduced relationship-building opportunities and 

social interaction with colleagues (Zhang, 2016). 
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Figure 5-4: The impact of technology on the relational needs of mobile knowledge workers 

 

Source: Extract from Figure 5-3 

Generally, mobile knowledge workers do not feel like they are “part of the group”, in 

large part due to the reduced social and relationship building opportunities caused 

by their reliance on technology. Mobile knowledge workers essentially lose out on 

the benefits that come with feeling included in the group, such as “watercooler” 

discussions and impromptu knowledge sharing (Khazanchi et al., 2016). It has been 

discussed earlier in this study that when the relational needs of an employee are 

met, it influences employee engagement (2.3.4.3), organisational citizenship 

behaviours (2.3.4.2) and affective commitment (2.3.1.2), which, in turn, positively 

influences organisational commitment (Figure 5-5). 

Figure 5-5: Link between workplace relationships and the theoretical framework of commitment 

 

Source: Synthesised by the researcher 

Workplace 
relationships

Engagement

OCBAffective commitment
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5.2.1.1 Workplace relationships and mobile knowledge workers 

For the purpose of this study, two types of workplace relationships are identified, 

namely social relationships and professional relationships. 

Social relationships can be seen as the workplace friendships that a mobile 

knowledge worker forms with peers and managers; in other words, the social bonds 

that form when employees are in contact with each other. Social relationships are 

significant for employees as they allow employees to confide in each other and 

support each other during their day-to-day activities and during times of stress. 

Social relationships are also important for fostering feelings of inclusion and group-

belonging. Team cohesiveness is influenced by the social relationships that 

employees form. As stated by Heaphy et al. (2018) employees tend to function more 

smoothly when there is a personal component to their relationships. Social 

relationships between peers have also been shown to reduce job dissatisfaction 

and employee turnover rates (Zhang, 2016). 

Professional relationships refer to the relationships that employees have with 

each other where they work as a team and interact to reach a joint professional 

goal. It also refers to the relationship that an employee has with his/her manager(s) 

(Khazanchi et al., 2016). 

In the case of mobile knowledge workers, technological implementations that allow 

for the building of professional relationships are of importance, especially 

considering that the productivity of a mobile knowledge worker generally cannot be 

measured by common means, such as hours spent working.  

Mobile knowledge workers’ performance is usually measured by their manager(s) 

with some input from their peers or team leaders. The relationship that is formed 

with managerial staff and peers is thus significant, with the ability to build trust in 

these relationships essential. For example, the mobile worker expects that the 

manager should trust that the expected level of productivity can be reached without 

having to resort to micro-management to gauge the productivity of the worker. 

Where the professional relationship between the mobile worker and managers are 

of poor quality or non-existent, it is difficult to build this trust (Khazanchi et al., 2016). 
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Technology can aid in building this trust by establishing a process that drives itself 

to a large extent. Technological tools that allow for easy dissemination of tasks to 

be completed and the objective measurement and rating of productivity are 

required. A process such as this can provide visibility to team members and 

managers. 

By virtue of working in a mobile manner and having remote communication 

technology as one of the only means of communicating with peers and managers, 

mobile knowledge workers often have difficulty in building both professional and 

social relationships. These challenges cause negative consequences to surface, 

such as reduced feelings of affiliation/belonging, decreased morale and decreased 

happiness.  

The optimal relationship-building environment is where participants in the 

relationship have the opportunity and ability to spend time together in person 

(Khazanchi et al., 2016). Working remotely and using remote communication 

technologies decreases relationship-building opportunities for mobile knowledge 

workers. Consequently, relationship building, and maintenance of relationships 

suffer (Zhang, 2016). 

Apart from challenges with the formation and maintenance of relationships with 

peers and managers, working remotely has a further consequence that needs to be 

addressed when considering strategies to positively influence mobile knowledge 

worker commitment, which will be discussed next. 

5.2.1.2 Group inclusion 

Humans have an innate need to “belong”; to be part of a group and be included in 

the activities of a group (Khazanchi et al., 2016). This need to belong is a strong 

and inevitable feeling that exists in human nature. Strong feelings of belonging lead 

to several outcomes that improve organisational commitment, namely job 

satisfaction (2.3.4.1) and organisational citizenship behaviours (2.3.4.2). 

The need to belong is especially evident in the workplace, where employees who 

feel included tend to show higher levels of group cohesion, show more 
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organisational citizenship behaviours and are generally more motivated (Franz et 

al., 2016). 

Group inclusion is largely dependent on the relationships that employees form with 

peers and managers. It is commonly found that employees that have satisfactory 

relationships with peers and managers, also show a good sense of belonging and 

subsequently group inclusion (Franz et al., 2016). 

This study has found that mobile knowledge workers lack a feeling of group 

inclusion and as the interview data indicates, mobile knowledge workers feel more 

isolation from the group than what they perceive their office-bound colleagues to 

experience. This is also evident in the work of Zhang (2016) and Claggett and 

Karahanna (2018) who note that group inclusion (“membership”) is a critical factor 

to the success of mobile knowledge workers and that mobile knowledge workers 

tend to lack opportunities to become part of the group. According to the interview 

findings, more isolated employees indicated a stronger need to belong because 

they are missing the collective feeling of unity.  

From the above discussion the reduced feeling of group inclusion of mobile 

knowledge workers can be ascribed to the following. 

• Mobile knowledge workers have difficulty building and maintaining 

professional and social relationships by virtue of their reliance on remote 

communication technology. 

• By not being physically present in the office as often as office-bound 

employees, mobile knowledge workers become isolated from the group. The 

technologies they have available do not provide opportunities to foster a 

sense of group inclusion. 

The goal of addressing the relational needs of mobile knowledge workers should be 

to create an environment where the technologies being used by mobile knowledge 

workers ensure that the relational experiences of the worker mimic the type of 

relationship building and maintenance opportunities that office-bound workers have. 

The researcher found that the most important factor that influences relationship-

building opportunities for mobile knowledge workers is the difficulties in successfully 
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communicating with others, a finding which is in line with the work of Zhang (2016), 

Raluca and Romulus (2018) and Sias and Shin (2019). 

It can thus be surmised that, should an improvement on nearly all aspects of the 

relational needs of mobile knowledge workers be sought, the technologies provided 

to mobile knowledge workers that have the purpose of creating remote 

communication channels need to be a prominent focal point. As such, technological 

support strategies that allow for successful communication should be implemented. 

5.2.1.3 Communication and mobile knowledge workers 

One of the most important factors that influence the relationship-building 

opportunities of mobile knowledge workers is communication (Zhang, 2016). Sias 

and Shin (2019) state that communication is fundamental in addressing the 

relational needs of mobile knowledge workers and strengthens their overall 

satisfaction (Raluca & Romulus, 2018). 

Successful remote communication is perhaps the biggest influencer in a successful 

mobile work supporting environment (Heaphy et al., 2018).  

When considering technological interventions that can be implemented in order to 

enhance communication amongst teams that include mobile knowledge workers, 

there are various options for organisations. 

5.2.1.3.1 Communication channels and technologies 

Two main types of communication channels are generally present in organisations, 

as shown in Figure 5-6. 

Figure 5-6: Types of communication channels 

 

Source: Adapted from Raluca and Romulus (2018) 

Communication 
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The researcher acknowledges that there may exist other communication channels 

but will focus on formal and informal communication channels for this study. 

Formal communication channels 

Formal communication channels are used to communicate formal/official 

information, such as information regarding the procedures, policies and goals of the 

organisation (Figure 5-7). Communication sent via formal communication channels 

tends to follow a chain of command (Raluca & Romulus, 2018). Examples of formal 

communication include meeting agendas and minutes, business plans, task 

specifications and performance review reports which are disseminated from one 

party to another. 

Figure 5-7: Example of information flow in formal communication channels 

 

Source: Synthesised by the researcher 

Figure 5-7 shows an example of a formal communication channel: 

Participant A communicates to participant B, who relays the information to 

participant C and so forth. Communication occurs horizontally with each party 

relaying the relevant information to the next recipient down the channel. 

Formal communication can also include meetings, distribution of official documents 

and presentations to staff members. 

Informal communication channels 

Formal communication generally cannot function efficiently on its own without other 

channels to fill the gap left by formal communication channels. These channels are 

commonly referred to as informal communication.  

Informal communication channels (Figure 5-8) are more flexible and ad hoc than 

formal communication channels, such as chance encounters and group 

A B C D
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discussions. Informal communication is oftentimes the biggest building block of 

work relationships (Raluca & Romulus, 2018). 

Figure 5-8: Flow of information in an information communication channel 

 

Source: Synthesised by the researcher 

Figure 5-8 shows an example of an informal communication scenario, where 

participants communicate with other participants irrespective of the organisational 

level at which the participants are. Informal communication channels are also seen 

as the “grapevine” of the organisation which is often where rumours originate and 

are discussed amongst participants. Informal communication channels are often 

where social relationships are formed and strengthened. 

To communicate via the above-mentioned communication channels 

(formal/informal), organisations can choose from a multitude of remote 

communication technologies, such as video conferencing, instant messaging, voice 

over IP, social media communication, e-mail and phone calls (Figure 5-9). 

Organisations should recognise the purpose of the different types of 

communications that occur within the organisation and the need for each of these 

to exist. As shown in Figure 5-9, various remote communication technologies exist 

that can be implemented to allow different types of communication to occur. Once 

the organisation has gained an understanding of the communications that occur in 

the organisation, and how the formal and informal channels function within the 

organisation, remote communication tools can be selected and introduced to ensure 

that mobile knowledge workers are able to successfully participate in the 

communication channels that exist within the organisation. 
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Figure 5-9: Examples of remote communication technologies 
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Source: Adapted from Ware and Grantham (2010) 

Mobile knowledge workers mainly utilise remote communication technologies 

(Figure 5-9) to communicate and gather information (Figure 4-12 and Figure 4-13). 

In order to ensure that communication can happen successfully, it is beneficial to 

establish different technological “hosts” for different communication requirements 

and to set the expectations as to the protocols for each host. For example, important 

work-related discussions can be done via e-mail to ensure that it is stored on office 

servers and backed up, whereas light conversation can be done with an instant 

messenger application. An example of how this might be considered is shown in 

Table 5-2. 

Remote communication hosts must be accessed regularly by members of the 

mobile knowledge worker team to ensure that the information communicated via 

these hosts remains relevant and that the hosts themselves remain useful. 
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Table 5-2: Examples of communication types and technologies 

Communication Type Host 

Organisational policies and procedures Corporate e-mail 

Project requirements Corporate e-mail and internal storage 

locations (for example the corporate 

intranet) 

Banter between colleagues Group chat client 

Information seeking Instant messaging, group chat client 

Source: Synthesised by the researcher 

The different remote communication hosts (Table 5-2), their purpose and 

expectations and ground-rules for communication (for example, no offensive or 

derogatory comments are allowed) should be documented and stored in an easily 

accessible location, such as the organisation’s intranet site. 

5.2.1.4 Addressing the relational needs of mobile knowledge workers 

There are various strategies and technologies that organisations can leverage to: 

• enhance the communication attempts of their mobile workforce, and increase 

the mobile workers’ efficient participation in the remote communication 

channels that exist in the organisation; 

• assist mobile workers in building and fostering social- and professional 

relationships; and 

• increase a sense of belonging. 

Enhancing communication between mobile knowledge workers, their peers (both 

mobile and office-bound) and managers will aid in improving both communication 

and group inclusion.  
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The most cited negative aspects of working in a mobile manner revealed by this 

study include: 

• the diminished ability of mobile knowledge workers to communicate in a face-

to-face manner, and  

• the inability of the remote communication technology at their disposal to aid 

in creating successful communication experiences. 

These negative aspects highly impact the mobile knowledge workers’ sense of 

belonging and relationship-building opportunities and makes sharing knowledge 

with team members difficult.  

This is in line with the findings of Zhang (2016) who notes that low-quality 

communication is related to lower commitment, reduced productivity, higher 

employee turnover and increased absenteeism, which is especially evident 

amongst mobile workers, as shown in Figure 5-10. 

Figure 5-10: Implications of low-quality communication 

 

Source: Zhang (2016) 

Khazanchi et al. (2016) note that closer physical proximity between colleagues 

increases chance encounters and face-to-face communication, which encourages 

the exchange of work-related information and problem-solving. When considering 

the inverse of Khazanchi et al. (2016), the decreased proximity and dependence on 

technology to act as the relay for communication decreases face-to-face 

communication and chance encounters. 
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In order to provide support for the reduced face-to-face communication 

opportunities afforded to mobile knowledge workers, organisations can introduce 

technologies such as video conferencing or a collaborative visual workspace.  

These types of technologies allow groups of participants to take part in a virtual 

face-to-face setting that mimics the experiences of a physical face-to-face 

discussion. It should however be noted that due to challenges facing mobile 

knowledge workers in South Africa, such as connectivity interruptions and low 

bandwidth (Figure 4-8), the researcher recommends that whichever communication 

technology is selected by the organisation should be able to minimize or mitigate 

the impact of these challenges.  

Organisations should also introduce strategies and protocols to assist users of 

remote communication technologies to find and enhance the relationship-building 

opportunities and situations where group inclusion and belonging can be fostered. 

When a team does not meet in person very often, it is common for a team to lose 

track of who is part of the team, the team members’ roles and responsibilities and 

the knowledge that can be gleaned from team members. One way of mitigating this 

risk is by ensuring that new team members are introduced to other team members, 

ideally via visual remote communication technology such as video conferencing that 

will allow team members to visually meet their new teammate. 

Meeting new team members in a virtual space is however not enough to build and 

maintain relationships. It is also important that team members have the opportunity 

to participate in social communication with other team members so that they are 

able to learn about each other and engage less formally, a sentiment that was also 

expressed by Heaphy et al. (2018). Regular remote socialising should be a priority 

for mobile knowledge workers, as it enables the creation of a human connection 

between team members with increased group inclusion as a consequence. Remote 

socialising activities can, for example, include online quizzes that reveal harmless 

and interesting personal information about colleagues and simple virtual games 

such as Pictionary or Charades. 

A further strategy for ensuring that the relational needs of the mobile knowledge 

worker, with a specific focus on professional relationships, are met satisfactorily, is 
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to ensure that all parties in the relationship have the necessary understanding of 

the remote working scenario and training pertaining to the managing of a remote 

relationship. As noted by Ware and Grantham (2010), providing training to 

managers on how to effectively manage a remote workforce is beneficial; the mobile 

workers themselves will also benefit from some level of training pertaining to 

successfully navigating remote relationships. 

No technological strategy can however fully replace the need for face-to-face 

communication (Drago, 2015). As such, organisations should seek to create regular 

opportunities for mobile knowledge workers to physically meet and interact with their 

team members, such as conferences and quarterly company- or team events. 

As discussed in this section, there are various challenges regarding the relational 

needs of mobile knowledge workers that need to be addressed to ensure that these 

workers do not become isolated. There are also several aspects that organisations 

need to attend to should they wish to provide their mobile workforce with similar 

relational opportunities as those which their office-bound counterparts experience.  

Irrespective of the technological and other interventions that organisations employ 

to address the relational needs of their mobile knowledge workers, the high 

dependence that mobile knowledge workers have on technology is an important 

aspect that should not be disregarded. Technology has been shown in this study as 

having an impact on the organisational- and relational needs of mobile knowledge 

workers by virtue of isolation, lack of group inclusion and inefficient remote 

communication impacting relationship building and maintenance. 

Whilst implementing technology with the aim of solving problems inherent to the 

mobile work environment is generally a desirable strategy, it is important to realize 

that the technology that is earmarked for introduction into the environment need to 

be appropriate for both the mobile knowledge workers and the tasks they are 

expected to perform.  

Various aspects of organisational commitment are impacted when technology is 

introduced into an environment without due diligence and prior thought to the 

objective that the technology is meant to achieve.  
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In the next section, technology will be discussed from the point of view of task-

technology fit, and how task-technology fit impacts the commitment of mobile 

knowledge workers. 

5.2.2 Task-technology fit and technology support 

As discussed in this study and the literature, mobile knowledge workers are highly 

dependent on technology in order to perform their tasks. For mobile knowledge 

workers, the use of technological tools is one of the main ways in which they connect 

with peers, managers and the organisation and commonly the manner in which they 

complete their tasks. 

Figure 5-11: How technology impacts the efficiency and productivity of mobile knowledge workers 

 

 

Source: Extract from Figure 5-3 

As shown in Figure 5-11 technology affects both the efficiency with which mobile 

knowledge workers can complete their tasks and the level of productivity they can 

attain. If the technology they are expected to use does not provide them with the 

necessary features or tools, or if the technology is of poor quality, their productivity 

and efficiency is impacted, which in turn leads to frustration, reduced empowerment 

and a decreased level of job satisfaction (Figure 5-12). 
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Figure 5-12: How technology and the theoretical framework of commitment links together 

 

Source: Synthesised by the researcher 

In line with the theoretical framework of commitment (Figure 2-12) as constructed 

earlier in this study, both job satisfaction and empowerment are drivers of 

organisational commitment. It thus stands to reason, that by virtue of the impact of 

technology on these concepts (Figure 5-12), technology, therefore, has a positive 

impact on the organisational commitment of mobile knowledge workers if the 

technology provided is well-suited to the tasks that the workers need to perform, 

has the ability to withstand the challenges present in a mobile environment (for 

example network interruptions) and the workers are adequately supported when the 

technology at their disposal becomes problematic (for example due to bugs in 

software or hardware failures). 

This section will also examine the impact that technology has on several of the 

aspects that influence organisational commitment from the following perspectives. 

Task-technology fit:  How well suited the provided technology is for the task that 

the mobile worker needs to perform. 

Resilience:  How well the technology can withstand the variables and challenges 

of a mobile environment. 

Support structures:  The protocols to be followed when the technology fails or 

presents issues, when training is required, and when changes to technological tools 

are made. 

Technology 
impacts...

Empowerment
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The conclusions around task-technology fit as discussed in this section were 

presented and published at the SAICSIT 2020 conference (Appendix H). 

5.2.2.1 Task-technology fit (TTF) 

Task-technology fit (TTF) refers to how closely the requirements of a task matches 

the capabilities of a technology. Thus, a technology will be sufficient and optimal if 

the features and functions available to the worker allow him/her to successfully 

perform the tasks for which the technology is supposed to be used. As mentioned 

by Tam and Oliveira (2016), TTF is evident when the provided technology is able to 

support the task that needs to be performed.  

The task-technology fit model of Goodhue and Thompson (1995) is arguably one of 

the most influential models with regards to task-technology fit. Circa 1995, the model 

has been shown to still be relevant at the time of this study (Rana et al., 2017; 

Ahmed et al., 2017; Rahimi et al., 2018). As such Goodhue and Thompson’s model 

(Figure 5-13) is used as the base for this section. 

Figure 5-13: Task-technology fit model  

 

Source: Goodhue and Thompson (1995) 

Figure 5-13 indicates the main aspects that combine to establish the level of task-

technology fit as per Goodhue and Thompson’s model. 

• Task characteristics: 

This refers to the various actions that need to be undertaken to complete a 

specific task. 
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• Technology characteristics: 

Technology refers to the computer systems (software, hardware, data etc.) 

and user support services that are to be used to complete a specific task. 

In addition to the task-technology fit model in Figure 5-13 Lin and Huang (2008) 

note that individual characteristics are also important in determining task-technology 

fit. The authors indicate that individual characteristics refer to the characteristics of 

the actual users that are expected to perform a specific task using the provided 

technology. In order to successfully interact with the provided technology, users 

must have the necessary training, motivation and computer experience. 

Take, for example, the following scenario: A worker uses Microsoft Word (a word 

processor suited to the creation and editing of documents) to perform data 

calculations. Microsoft Word is not designed with the intention to easily and 

efficiently perform data calculations; there is other software better suited to this 

need, for example, Microsoft Excel. This scenario would be an example of a low 

task-technology fit as the technology being used (Microsoft Word) does not fit the 

requirements of the task (data calculations). This scenario thus exemplifies that the 

characteristics of the task that needs to be performed should match the 

characteristics of the technology that is to be utilised to perform the task so as to 

achieve a high level of task-technology fit.  

For mobile knowledge workers, the level of task-technology fit is of high importance. 

If they are provided with technologies that do not provide them with the ability to 

perform their required tasks, it will lead to increased frustration, reduced 

productivity, decreased motivation and suboptimal performance. Inversely, having 

a good level of task-technology fit will ensure that mobile knowledge workers are 

able to be optimally productive with higher levels of motivation and performance 

outcomes, and increased job satisfaction, which as identified in Figure 2-12 leads 

to increased organisational commitment (Figure 5-14). 
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Figure 5-14: How task-technology fit influences mobile knowledge workers 

 

Source: Synthesised by the researcher 

It is therefore of importance that mobile knowledge workers are provided with 

technology that suits the tasks that they need to perform. 

There are several strategies that organisations can employ to ensure that optimal 

task-technology fit is achieved. 

5.2.2.1.1 Improving task-technology fit 

Organisations need to focus on ensuring high levels of task-technology fit to ensure 

that their mobile knowledge workers can effectively use the available technologies 

to successfully and efficiently complete their tasks. There are several ways in which 

this can be done (Figure 5-15). 

Figure 5-15: Aspects to address when optimising task-technology fit 

 

Source: Synthesised by the researcher 
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The three main areas of focus when attempting to optimise task-technology fit are 

shown in Figure 5-15 and discussed next. 

Analyse and understand the tasks 

The requirements of the tasks that mobile knowledge workers are required to 

perform and the different aspects that form part of the tasks need to be analysed 

and understood. Once organisations are able to establish the functional 

requirements of a specific task, technologies can be selected or changed to ensure 

that the different requirements are effectively addressed. 

For example – a mobile knowledge worker is expected to perform surveys of 

buildings and determine whether a building can be insured. In order to do this task, 

the mobile knowledge worker will require, amongst others, a system that will provide 

him with information regarding the address that is supposed to be visited and a form 

on which to capture the data from the survey which are then to be sent to the 

centralised database for storage and further processing.  

The requirements of the example task are therefore: 

• remote access to the information of the specific address; 

• a digital form that allows the user to capture data; and 

• network connectivity (ideally with failure mitigating gateways) to upload data. 

The organisation should focus on the requirements of the task and ensure that 

technologies are selected and/or updated to ensure that these requirements are 

met. 

Analyse and understand the technology 

The goal of organisations should be to provide their users with technology that is 

able to meet the needs of the users and establish a successful and satisfactory user 

experience and optimal outcomes. Organisations need to have a clear 

understanding of the technologies that they have available or are able to procure, 

including the capabilities and limitations of the technology and its intended purpose.  

Once organisations have an understanding of the tasks that need to be performed 

and an understanding of the functions and features a specific technology offers, 
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they can select appropriate technologies that allow users to complete tasks 

successfully. 

For example – a mobile knowledge worker is required to obtain information on the 

market value of houses in a specific area and then calculate averages. If the user 

is provided with a technological tool that is not able to automatically calculate 

averages from inputted data, the user will likely have to perform these calculations 

by hand. This will lead to frustration and reduced productivity especially if this task 

needs to be performed often. If the organisation, on the other hand, provided the 

user with a technological tool that specialises in performing calculations on inputted 

data, the task will become less effort-intensive and can be performed faster. 

Analyse and understand the users 

The users of a technological tool are an important part of the eventual success of 

the tool. Organisations should strive to understand their mobile knowledge workers’ 

individual motivations and level of training and/or experience with technology, as 

these factors can have an influence on their acceptance of the technology. 

For example – a new mobile knowledge worker that recently joined the organisation 

is required to make use of the in-house developed inspection capturing system. The 

user has however never worked on a fully digitalised inspection capturing system 

and thus has no experience to draw on to help the user perform the required task. 

As such, unless the user is provided with training and assistance, the user’s 

experience with the in-house developed technology will be very poor, which will be 

demotivating to the user and lead to lost productivity. 

Creating a low task-technology fit can lead to a decrease in the organisational 

commitment of mobile knowledge workers. From the above descriptions and 

various examples of task-technology fit aspects, it can be seen that technology 

should not be introduced and provided to mobile knowledge workers without an 

adequate understanding of: 

• the task to be completed, 

• the capabilities and limitations of the technology, and  

• the reality and experiences of the impacted users.  
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When considering the capabilities of technologies for use by mobile knowledge 

workers, it is important to recognise the challenges mobile knowledge workers face, 

especially in developing countries of which the South African mobile landscape is 

part. The technologies that are provided to mobile knowledge workers must be able 

to provide users with a reliable and dependable experience. The following section 

focusses on this. 

5.2.2.2 Resilience of technologies 

Resilience may be viewed as the ability of a technology to maintain acceptable 

levels of service without data losses, even though disruptions to its critical 

processes occur, either due to an unstable operating environment or disruptions to 

the operating environment (Murray et al., 2017). In other words, resilience refers to 

the ability of a technology to absorb the impact of a problem in one or more parts of 

the system without degrading the service/output of the technology. Murray et al. 

(2017) note that technological failures can occur due to intentional or unintentional 

activities and unintended faults.  

In the literature, technological resilience is often regarded as part of the wider field 

of business continuity and disaster recovery. Delving deeper into business 

continuity and disaster recovery as it relates to the technology used by mobile 

knowledge workers however does not form part of this study but could present 

opportunities for future research. 

The resilience of technologies is of significance to mobile knowledge workers, 

because if the technology is unable to function at acceptable levels, the mobile 

knowledge worker is, in most cases, unable to perform the tasks required of him/her. 

Low levels of technological resilience not only impact the mobile knowledge worker 

but can also have wide-ranging impacts, such as reduced client service and 

satisfaction and lost productivity on the part of the mobile knowledge worker. 

As the capabilities of technological tools impact how successfully, efficiently and 

satisfactorily mobile knowledge workers are able to perform tasks, it stands to 

reason that the technological tools should be trustworthy as to their ability to operate 

and react as expected without undue interruptions. The technologies should be 
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dependable and resilient enough to allow the mobile knowledge workers to utilise 

them effectively in the manner in which they expect to interact with the technologies. 

The resilience of technologies has the ability to affect the productivity and job 

efficacy of mobile knowledge workers. If technological tools show poor 

dependability and resilience, the level of engagement that a mobile worker 

experiences, as well as job satisfaction, are negatively impacted. 

The resilience and dependability of technologies thus impact empowerment and job 

satisfaction, and by inference, have the ability to impact the organisational 

commitment of mobile knowledge workers, as shown in Figure 5-16 (cross-

reference Figure 2-12). 

Figure 5-16: The impact of technological resilience and dependability on organisational commitment 

 

Source: Synthesised by the researcher 

Several factors influence the resilience of technologies, as shown in Figure 5-17. 

Figure 5-17: Factors affecting technological resilience 

 

Source: Adapted from Axelrod (2009) 
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The factors that influence technological resilience as depicted in Figure 5-17 include 

the following. 

Complexity – The size and complexity of the technology increase the failure points. 

Interdependency – Interdependency refers to the level to which a technology is 

dependent on other technologies to complete the expected tasks. The dependency 

on certain networks, such as the Internet or public/private networks is also included 

in this factor. 

Globalisation – As technological implementations increase in size and global 

reach, the concern is that organisations may start to focus more on the cost 

implication and features of technologies, and less on maintaining the resilience of 

the technology. 

Change – As technologies change and evolve at rapid speed, the likelihood of 

decreased resilience increases as there is often not enough time to 

comprehensively test a new version of the technology. 

Human factors – How end users interact with the technology can decrease the 

resilience of the technology, especially in instances where the technology is used 

incorrectly, is prone to human-error or has low task-technology fit. 

It can be argued from the above that, in order to ensure the resilience of a 

technology, the impact of these factors (Figure 5-17) should be understood and 

taken into consideration when selecting or developing technologies for the use of 

mobile knowledge workers. 

The technology provided to and used by mobile knowledge workers should be 

designed to handle a mobile work environment and allow the worker to connect to 

and utilise relevant resources without undue disruption. The tools should be 

designed with a “mobile-first” mindset to produce optimal results.  

Apart from the factors depicted in Figure 5-17, it was shown during this study that 

the reliability of technologies used by mobile knowledge workers is easily affected 

by situations that are mostly out of the direct control of the creators of the 

technology, such as network interruptions or poor network coverage. 
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Several strategies can be followed to increase the resilience of technologies used 

by mobile knowledge workers. 

5.2.2.2.1 Improving resilience 

The resilience of the technologies used by mobile knowledge workers can be 

improved by, firstly, understanding the failure points of the technology, and 

secondly, by implementing dependency and fault tolerance strategies. 

According to Zhang and Lin (2010), dependency relates to a technology’s ability to 

provide service in a manner that can be trusted; fault tolerance refers to the ability 

of a technology to provide service in the presence of faults and is part of the means 

to achieve and increase dependability. 

With respect to increasing the resilience of a technology, Linkov et al. (2013) 

developed the Resilience Matrix, which maps the different domains influencing a 

technology across a four-stage cycle, namely Plan/Prepare, Absorb, Recover, and 

Adapt, as shown in Figure 5-18. 

Figure 5-18: Four stages of resilience improvement 

 

Source: Adapted from Linkov et al. (2013) 
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Whilst the specific mechanism to mitigate the failure points in a technology will be 

organisation/context-specific, the researcher proposes that the strategies 

organisations adopt intending to improve the resilience of a technology cyclically 

follows the four stages as shown in Figure 5-18. 

Plan/Prepare – Understand the most likely failure points in a technology and lay 

the foundation to keep the crucial services of the technology active during failures 

or service interruptions. 

Absorb – Should the technology fail, identify the cause of the failure and provide 

measures to alleviate the impact of the failure. Ensure that critical functions of the 

technology are able to function to some degree during times of disruption. 

Recover – Restore the technology’s functions to the pre-failure stage. 

Adapt – Using the knowledge from the failure event, adapt the protocols, 

configuration or other aspects of the technology to ensure that future failures of the 

same nature are adequately mitigated. 

As noted earlier in this study, there are several failure points that have a high 

likelihood of affecting the technologies that are used by mobile knowledge workers 

considering the environmental challenges that South African mobile knowledge 

workers face. These include, amongst others, poor network connectivity and slow 

data speeds. Organisations should aim to provide ways in which the impact of these 

challenges are reduced, such as offline data-saving capabilities or the introduction 

of a queueing mechanism to reprocess system transactions when network 

interruptions occur. 

Mobility-enabling technologies can easily be affected by situations that are mostly 

out of control of the developers of the technology which, in turn, influences the 

dependability of the technology. As such, technological resilience and dependability 

must be taken into consideration when changes to the technological environment in 

which mobile knowledge workers operate are made.  

However, irrespective of the strategies that are put in place to increase the resilience 

of a technology, the likelihood of failure cannot be completely removed. Therefore, 
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when a failure does occur, mobile knowledge workers must have access to 

appropriate and efficient support structures in order to assist them when required.  

The next section will discuss the support structures that are required to ensure that 

mobile knowledge workers are able to optimally utilise the technologies at their 

disposal, especially in situations where the technology is not behaving as expected. 

5.2.2.3 Support structures 

Support structures in this study refer to the protocols that are put in place and 

followed whenever a new technology is implemented, a change to existing 

technology is made, or a problem with operational technology is encountered. 

As depicted in Figure 2-12, satisfaction and empowerment have an impact on the 

organisational commitment of mobile knowledge workers.  

Ensuring that technological challenges and problems are addressed appropriately, 

changes to technology communicated efficiently and training for new technology 

done as comprehensively as required, can increase both satisfaction and 

empowerment, and consequently, the organisational commitment of mobile 

knowledge workers (Figure 5-19). 

Figure 5-19: Support protocols leading to improved organisational commitment 

 

Source: Synthesised by the researcher 
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Efficient and adequate support structures (Figure 5-19) are especially important to 

mobile knowledge workers as their ability to receive face-to-face assistance with 

problems or communication regarding changes is diminished when compared to the 

experiences of their office-bound counterparts.  

For example, if an employee who is physically present in the office experiences a 

problem with a technology that they rely on, the employee most likely will be able to 

physically visit the support technicians or be visited by the support technicians and 

receive a resolution to the problem in a timely manner. The mobile knowledge 

worker, on the other hand, will commonly need to use remote communication 

technologies to contact the support technicians and attempt to get a resolution by 

receiving remote support, or make special arrangements to visit the office to receive 

assistance, which, as shown in this study, is often too time-consuming and a slow 

process. 

It is, therefore, important that the support protocols that are put in place to assist 

mobile knowledge workers can be utilised efficiently whilst considering the 

challenges of a mobile environment, such as proximity to the office. 

Support protocols for operational technology 

Mobile knowledge workers are highly dependent on the technology that they use to 

perform their daily tasks and reach optimal productivity. When problems, such as 

system bugs or failures occur, it generally has a high likelihood of having a 

detrimental effect on the ability of the mobile knowledge worker to perform tasks.  

As seen from the interview findings, mobile knowledge workers are mostly aware of 

support protocols to be followed to resolve the issues but regard these as inefficient 

and time-consuming, which in turn reduces employee empowerment and 

satisfaction.  

When the mobile knowledge worker is not able to get resolutions to issues in a 

satisfactory manner, it may cause the mobile worker to become demotivated. As 

such, having optimal and efficient support structures in place, especially for mobile 

workers, is highly sought after. 
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Changes to existing technology 

When changes are made to the technology that mobile workers depend on, these 

need to be communicated clearly. When mobile knowledge workers are not aware 

of the changes made to their technological suite, it often catches them by surprise 

and may cause confusion and a reduced capability to perform their tasks efficiently.  

The method of communicating changes is also of importance. As became apparent 

from the interview findings, change bulletins which are communicated via e-mail are 

often ignored due to mobile knowledge workers receiving too many notification e-

mails; change bulletins are then lost in the noise. 

Implementation of new technologies 

When mobile knowledge workers are introduced to new technologies, they 

oftentimes require some form of training or information session on how to use the 

new tools and features. As evident from the interview findings and the current 

literature base, people generally learn more easily when they are shown how to 

achieve a specific outcome, as opposed to trying to understand complicated tools 

and/or features by only having reference material to refer to. 

There are several directions that organisations can take when considering how to 

improve the support structures available to their mobile knowledge workers. These 

include:   

• Decrease the reliance on e-mail as the only communication method used 

within the organisation.  Information distributed via e-mail often becomes lost 

in the “noise”, especially where the recipients receive large amounts of 

notification related e-mails. 

• Dispatching support technicians to assist an employee in a remote location 

is often costly and impractical. It is thus important that support technicians 

have the necessary skills to support mobile knowledge workers remotely, 

such as by using remote desktop connection technologies. In order to ensure 

that support is provided in a timely manner, organisations can furthermore 

consider assigning dedicated support staff to mobile knowledge workers. 
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• If mobile knowledge workers are occasionally unable to contact the 

organisation’s support technicians, providing mobile knowledge workers with 

training on how to resolve common problems themselves will speed up the 

process. 

• Self-help tools provide mobile knowledge workers with the ability to resolve 

common problems themselves. 

• Ensure that changes to technologies are communicated as far in advance as 

is feasible. These changes should ideally be documented in an easy to 

access location that mobile knowledge workers can readily access to obtain 

the relevant information. 

• If new technologies are introduced, offer mobile knowledge workers the 

opportunity to attend on-site training that can assist them in gaining the 

relevant skills to successfully utilise the new technology. 

• Providing up-to-date user manuals for system features, both common and 

obscure, as well as documented frequently asked questions that mobile 

knowledge workers can use as the first point of contact when attempting to 

resolve issues. 

• Introducing a dedicated communication channel for system related queries 

can assist mobile knowledge workers by tapping into the knowledge of their 

colleagues. 

• Provide various communication channels for mobile knowledge workers to 

contact support technicians, such as e-mail, Voice over IP (VoIP) or chat 

rooms. 

A pattern that emerges from the above considerations is that communication is a 

key factor in ensuring that mobile knowledge workers are able to receive support 

satisfactorily and timeously. 

Providing mobile knowledge workers with technologies that are able to perform the 

tasks required of them in an efficient manner with an appropriate level of resilience 

to failures and environment challenges, along with effective communication 

channels to address issues and changes to the technologies will increase the 

likelihood that mobile knowledge workers remain satisfied and productive, which in 

turn can positively influence their levels of organisational commitment. 
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5.2.3 The impact of technology on the organisational culture 

experiences of mobile knowledge workers 

The culture of an organisation deals with, amongst others, the dissemination of the 

values and norms of an organisation and aids employees in building a corporate 

identity (Figure 5-20). Strong alignment with the culture of an organisation was 

shown to improve engagement and the job satisfaction that a worker experiences, 

and consequently the level of organisational commitment shown by the worker. 

In the case of mobile knowledge workers, the main manner in which an organisation 

is able to communicate and share the culture of the organisation is by technological 

means. 

Figure 5-20: The influence of technology on a mobile knowledge worker’s experience of organisational culture  

 

Source: Extract from Figure 5-3 

Corporate culture is generally accepted as an influencer in the way employees 

behave in an organisation and how the public perceive the organisation (Ahamed & 

Mahmood, 2015). Corporate culture can be seen as a unique culmination and the 

“personality” of the organisation, consisting of various factors, such as (Santos et 

al., 2018): 

• shared values between all members of an organisation, 

• employee attitudes, 

• rituals, beliefs and norms adhered to, 

• procedures and routines, 

  



201 | P a g e  
 

• expectations, 

• socialisation, and 

• assumptions made by the employees. 

According to Cameron and Quinn (2011) corporate culture can be divided into four 

main dimensions. The authors, however, point out that whilst organisations mostly 

encompass aspects from each dimension in their culture, one dimension generally 

is more dominant.  

Cameron and Quinn (2011) postulate that corporate culture reflects a set of 

perceptions, memories, values, definitions and attitudes generated by consensus 

and accepted by all. From the work of Cameron and Quinn two cultural dimensions 

emerged that indicates organisational effectiveness: 

• Internal focus – what is important for those inside the organisation and how 

should organisation members perform their work?   

• External focus – what is important for the outside world, the clients, and the 

market?   

Cameron and Quinn (2011) devised a model consisting of four quadrants presenting 

distinct cultural elements, as shown in Figure 5-21. 

Figure 5-21: Four types of corporate culture 

 

Source: Cameron and Quinn (2011) 
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The characteristics of each culture quadrant shown in Figure 5-21 differ. 

Clan culture 

• Focus on flexibility and the internal environment. 

• Characterised by a “friendly” family-oriented workplace. 

• Success is defined in terms of internal climate and concern for people. 

• Teamwork is regarded as important for success. 

Hierarchy culture 

• Places a strong emphasis on measurement, documentation, record keeping 

and communication control in the internal environment. 

• Characterised by a formal and structured work environment. 

• Procedures are controlled by rules and organisational policies. 

• Emphasis on standardization and hierarchical levels. 

Adhocracy culture 

• Focus on flexibility and the external environment. 

• Promotes adaptability, flexibility and creativity in the face of uncertainty and 

ambiguity. 

• Often referred to as “innovative culture”; success lies in innovative and 

pioneering initiatives. 

• Dynamic, enterprising and creative work environment. 

Market culture 

• Characterised by control and the external environment. 

• Result-oriented organisations usually worried about external orientation and 

the competitive market. 

• Core values are competitiveness and productivity. 

Whilst this study does not delve into which type of corporate culture is indicated as 

most effective concerning the organisational commitment of mobile knowledge 

workers as a subset of the workforce, Santos et al. (2018) found that clan culture is 

generally perceived as the most effective at increasing organisational commitment 

across all subsets. The work of Nongo and Ikyanyon (2012) notes that employees 
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prefer a certain level of flexibility, which is also found in clan culture. Further studies 

on the applicability of Santos et al.'s (2018) findings regarding mobile knowledge 

workers could provide further knowledge on the successful management of mobile 

knowledge workers when considering the type of corporate culture under which they 

thrive. 

Several benefits arise when the corporate culture of an organisation is healthy and 

strongly embedded in its employees, such as increased job satisfaction, the 

emergence of organisational citizenship behaviours, higher levels of employee 

engagement and employee empowerment (Figure 4-14). By virtue of the benefits 

that can be had from an appropriate corporate culture-employee fit, corporate 

culture is to a large extent responsible for increasing organisational commitment by 

shaping the environment of the organisation (Nongo & Ikyanyon, 2012). 

As shown in the discussion of Figure 5-21 corporate culture encompasses various 

facets, and these influence and guide the behaviour of employees. Corporate 

culture, being the driving force of most organisational decisions, can also influence 

how an organisation views and manages its mobile knowledge workers and decides 

upon technological strategies to provide to their employees. In a corporate culture 

where, for example, micro-management is common, the researcher surmises that 

mobile knowledge workers may be perceived negatively since they are not readily 

available in the office and management thus being unable to see their outputs 

continuously. 

Corporate culture and the values of the organisation are also strongly tied together, 

as each influences the other (Nongo & Ikyanyon, 2012). Corporate culture can thus 

be seen in the way employees and management interact with each other and 

conduct themselves during outside business transactions. Corporate culture is 

generally not expressly defined and develops organically over time by virtue of the 

traits, beliefs, personalities, behaviours and values of the people that are employed 

by the organisation. 

Corporate culture will often be reflected in the dress code of employees; business 

hours; office setup; employee benefits; turnover and hiring decisions; and treatment 

of employees and clients (Nongo & Ikyanyon, 2012). The drawback of the manner 

in which corporate culture evolves is in the fact that it is implicit – mobile knowledge 
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workers relying on technology to participate in the organisation are often not aware 

of this evolution. As shown in Figure 5-22, corporate culture is indicated in various 

commitment influencing factors.  

Figure 5-22: Link between corporate culture and the theoretical framework of commitment 

 

Source: Synthesised by the researcher 

The culture of an organisation drives the beliefs and behaviours of the employees 

of an organisation.  If the culture of an organisation (and by extension the employees 

responsible for the strategy and high-level decisions of the organisation) is 

supportive of mobile work, corporate culture has the ability to influence job 

satisfaction, organisational citizenship behaviours (OCB) and empowerment of 

mobile knowledge workers. 

To provide the optimal environment for mobile knowledge workers, all aspects of 

the culture of the organisation should be addressed so that the environment may 

be supportive of mobile work and mobility-related aspects; organisations should 

structure their values and culture to stimulate and ensure mobile knowledge worker 

success. 
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5.2.3.1 Corporate culture and mobile knowledge workers 

As the researcher discovered during the interviews, mobile knowledge workers are 

generally not sufficiently entrenched in the corporate culture of the organisation 

employing them. This leads the researcher to conclude that most likely, 

organisations fail to take into consideration the needs of the mobile workers that 

form part of their workforce and do not use appropriate technological innovations to 

share and communicate the culture of the organisation. The culture of the 

organisation thus evolves without taking mobile worker requirements and 

considerable isolation into consideration. 

Excluding mobile workers from the evolution of corporate culture and technological 

challenges with the dissemination of the corporate culture presented several 

drawbacks to respondents, such as that they do not feel like “part of the 

organisation”, a consequence that was also noted by (Zhang, 2016). The values 

and core beliefs of the organisation subsequently become meaningless to the 

mobile knowledge workers who are then unable to form a strong corporate identity. 

This leads to a situation where mobile knowledge workers become isolated from the 

organisation and start operating as individuals without regard for the bigger 

organisational picture. It is not hard to argue then that, should the mobile knowledge 

worker become sufficiently isolated, the levels of organisational commitment shown 

by mobile knowledge workers would decline (Figure 5-23). 

Figure 5-23: Isolation decreases organisational commit 

 

Source: Synthesised by the researcher 
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In order to prevent the isolation of mobile knowledge workers and the consequent 

decline in organisational commitment as depicted in Figure 5-23, the corporate 

culture of the organisation need to take mobile knowledge workers into account in 

all aspects of the culture (Khazanchi et al., 2016). If the culture of the organisation 

is not empathic or conducive to the manner in which mobile knowledge workers 

operate and the culture that they need to be successful, mobile knowledge workers 

become disregarded and isolated (Zhang, 2016). However, there are technological 

strategies that can be put in place to improve the likelihood that mobile knowledge 

workers will become fully supported and entrenched in the culture of the 

organisation. 

5.2.3.2 Strategies to influence corporate culture 

Coleman (2013) has noted that whilst there is a myriad of factors that go into the 

development of corporate culture, six components are common to most corporate 

cultures (Figure 5-24).  

Figure 5-24: The components common to most corporate cultures 

 

Source: Coleman (2013) 
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• Vision – A vision and mission statement guides an organisation’s values and 

purpose, which, in turn, orients the decisions that employees make. The 

vision articulates the organisation’s purpose. 

• Values – The values of an organisation sit at the core of its culture and 

provide guidelines on the behaviours and mindsets that are needed to 

achieve that vision. 

• Practices – The practices of an organisation are guided by its values and 

vision and should be reinforced in review criteria and promotion policies and 

the operating principles of daily life; practices of an organisation should be 

guided by the ethics of the organisation. 

• People – The people that are appointed should be a cultural fit for the 

organisation so as to reinforce and evolve the corporate culture. 

• Narrative – Narrative refers to the history of the organisation. The ability to 

unearth that history and craft it into a narrative is a core element of culture 

creation as it has the ability to influence the perception of the employees and 

public. 

• Place – The geography, architecture and aesthetic design of an organisation 

impact the values and behaviours of the employees. 

To reap the benefits of being fully entrenched in the culture of the organisation, it 

therefore, stands to reason that these components (Figure 5-24) need to take 

mobile knowledge workers into account and recognize the value they add to the 

company. The researcher proposes the strategies as outlined below to aid in 

ensuring that the corporate culture is inclusive of mobile knowledge workers. 

Create or refine company values 

If the values of the organisation are not inclusive of mobile knowledge workers, 

these values should be reworked in order to set mobile knowledge workers up for 

success and to allow all employees to recognise the value of the mobile workforce. 

If the values are supportive of mobile knowledge workers, it will have a ripple effect 

throughout the organisation.  
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Communicate the culture 

As mobile knowledge workers are not as often physically present in the office as 

their office-bound colleagues, remote communication technologies will need to be 

employed to ensure that the culture of the organisation is communicated with mobile 

workers. 

One way of ensuring that corporate culture is accessible to mobile knowledge 

workers is to document the aspects of the corporate culture, including cultural fit 

assessments, performance measurements and expectations. This should be a 

living document, in other words, the document should be updated and adapted as 

the culture of the organisation grows and evolves. The document should be stored 

in an easily accessible location, such as the corporate intranet, with reminders of 

aspects of the corporate culture communicated often by means of e-mail or desktop 

reminders. 

As mentioned earlier in this section, mobile knowledge workers run a high risk of 

becoming isolated by virtue of the fact that their visits to the physical premises of 

the organisation are limited.  

Limited face-to-face contact with peers and management and the subsequent 

isolation that follows is another aspect of the Mobile Knowledge Worker 

Commitment framework that needs to be addressed to enhance the experiences of 

mobile knowledge workers and positively influence their organisational 

commitment. 

5.3 Factors influencing mobile knowledge workers 

commitment 

In this chapter discussions around different aspects that influence mobile 

knowledge worker commitment were presented. These discussions are 

summarised and presented in Table 5-3.  
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The purpose of the different cells in the table are listed here. 

• Overview:  Provides a high-level overview of what the aspect encompasses. 

• Relationship to commitment:  How the aspect influences commitment; how 

addressing the aspect influences commitment. 

• Mobile knowledge worker experience:  These cells identify, on a high 

level, how mobile knowledge workers experience the aspect as per the 

interview findings collected during this study. 

Table 5-3: Summary of commitment influencing aspects 

Aspect Corporate culture 

Overview Corporate culture is generally accepted as an influencer 

in the way employees behave in an organisation and 

how the public perceives the organisation, in other 

words, the “personality” of the organisation. 

Relationship to 

commitment 

Where employees experience a healthy corporate 

culture, they are generally happier, more satisfied and 

show higher levels of organisational citizenship 

behaviours. 

Aspect Corporate culture 

Mobile knowledge 

worker experience 

Corporate culture largely dictates the perceptions of 

mobile knowledge workers and the support and empathy 

that is provided to them. Mobile knowledge workers 

however are not fully entrenched in the culture of their 

organisations as the technology at their disposal is not 

used to share the corporate culture. 
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Table 5-3 (continued). 

Aspect Workplace relationships 

Overview Professional relationships: 

The relationships that employees have with each other 

where they work as a team and interact to reach a joint 

professional goal. It also refers to the relationship that an 

employee has with his/her manager(s). 

Social relationships: 

The workplace friendships that a mobile knowledge 

worker forms with peers and managers; in other words, 

the social bonds that form when employees are in 

contact.  

Relationship to 

commitment 

Workplace relationships increase the satisfaction that 

employees get from their daily tasks and increase their 

affective commitment. 

Mobile knowledge 

worker experience 

Mobile knowledge workers have difficulty forming and 

maintaining workplace relationships due to the fact they 

often miss out on face-to-face interaction with their peers 

and managers and rely on remote communication 

technology to manage relationships. 

Aspect Group inclusion 

Overview The sense of belonging that a mobile knowledge worker 

experiences – feeling like “part of the group”. 

Relationship to 

commitment 

High levels of group inclusion increase employee 

engagement, organisational citizenship behaviours and 

affective commitment. 
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Table 5-3 (continued). 

Aspect Group Inclusion 

Mobile knowledge 

worker experience 

Mobile knowledge workers generally do not feel like they 

are part of the group, due to them being isolated from 

the hustle and bustle of their office-bound colleagues 

and are not able to take part in it via remote 

technologies. 

Aspect Task-technology fit 

Overview Task-technology fit refers to the ability of a technology to 

adequately cater to the functional requirements of the 

user, in other words, how well suited the technology is 

for the task that is required to perform. 

Relationship to 

commitment 

High levels of task-technology fit positively influence 

motivation and productivity, which in turn improve the 

levels of job satisfaction experienced by the employee. 

Mobile knowledge 

worker experience 

The experience of task-technology fit by mobile workers 

is dependent on the technology they are provided with to 

complete their tasks. 

Aspect Resilience 

Overview The ability of a technology to withstand failures and 

interruptions to the normal operating environment. 

Relationship to 

commitment 

If technology is constantly plagued by failures and 

interruptions, it causes frustration for the users and 

leads to lost productivity and is seen as demotivating. 
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Table 5-3 (continued). 

Aspect Resilience 

Mobile knowledge 

worker experience 

Mobile knowledge workers’ operational environment is 

prone to external influences, such as network 

connectivity issues. Technologies available to mobile 

knowledge workers are generally not perceived as 

dependable or reliant. 

Aspect Support structures 

Overview The protocols and procedures put in place to govern 

issues are reported and addressed, the training provided 

when new technology or features are introduced, and 

the communication when changes are made to existing 

technologies. 

Relationship to 

commitment 

Involvement, job satisfaction, productivity and motivation 

are impacted by how efficient the support structures of 

the organisation are. 

Mobile knowledge 

worker experience 

Support structures are seen as insufficient and tedious; 

the remote nature of support for mobile knowledge 

workers decreases the effectiveness of the protocols. 

Source: Synthesised by the researcher from interview findings 

The summarised aspects that influence the organisational commitment of mobile 

knowledge workers (Table 5-3) allows for the formulation of a framework depicting 

technological impact on the factors influencing the commitment of mobile 

knowledge workers, as shown in Figure 5-25. 
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Figure 5-25: The Mobile Worker Commitment framework 

 

Source: Figure 5-3 
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5.4 Conclusion 

The interview findings as discussed in Chapter 4 allowed the researcher to establish 

several propositions (Table 5-1) pertaining to how technology impacts the 

commitment of mobile knowledge workers. 

The resulting framework encompasses these propositions (Figure 5-25). 

The framework presented in Figure 5-25 (the Mobile Worker Commitment 

framework) depicts the various aspects of organisational commitment that were 

shown to be impacted by technology. The MWC framework ties in with the 

theoretical framework of commitment (Figure 2-12) as identified during the literature 

review phase of the study. 

Three main groupings are evident in the framework (Figure 5-25). 

Relational 

These aspects deal with the impact that technology has on the relationships that 

mobile knowledge workers form and maintain. Technology impacts relationships in 

that mobile knowledge workers are dependent on technology to assist them in 

creating professional and social relationships with peers and managerial staff. 

Technology has the ability to influence the levels of group inclusion and isolation 

experienced by mobile knowledge workers, as well as how effectively they are able 

to build relationships with others. 

Task-technology fit and support 

Task-technology fit (TTF) deals with the impact that technology has on the ability of 

a mobile knowledge worker to efficiently and productively take part in the daily 

aspects of their jobs and complete tasks. Where mobile knowledge workers are 

provided with technologies that adequately match the requirements of the task to 

be completed, it increases both efficiency and productivity and positively influences 

the job satisfaction and affective commitment that the worker experiences. The 

support and training that are given to mobile knowledge workers in order to enhance 

their performance with the provided technologies further increases job satisfaction. 
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Cultural 

Mobile knowledge workers are commonly only able to fully experience the culture 

of an organisation by means of remote communication and connectivity technology.  

From an organisational cultural point of view, the technologies and technological 

innovations that organisations use to disseminate the culture of the organisation are 

of importance, as entrenching the worker in the culture of the organisation assists 

the worker in building a corporate identity. This was shown to positively influence 

organisational commitment. 

This chapter discussed the aspects that form part of each grouping in the Mobile 

Worker Commitment framework in more detail and provided information on 

technological strategies that can be implemented with the aim of positively 

influencing these aspects. 

Mobile knowledge workers are dependent on technology to complete their tasks 

and interact with their peers and managers. It thus stands to reason that their 

biggest link to the organisation is via a technological means, as technology allows 

them to participate in and complete tasks and activities. Organisations should 

provide their mobile knowledge workforce with a technological environment that is 

able to not only support their daily tasks but also allow them to participate in 

behaviours that allow them to feel included in the overall organisational structure 

and form relationships with peers and managers.  

The impact of technology on the different aspects of the Mobile Worker Commitment 

framework therefore needs to be understood and addressed by organisations so as 

to provide a technological environment that will optimally influence the 

organisational commitment shown by their mobile knowledge workers. The 

technologies themselves also continuously need to evolve and adapt to the 

changing corporate landscape in order to ensure that the organisational 

commitment of mobile knowledge workers consistently remains at a high level. 

The next chapter will provide the conclusion to this study. The problem statement 

and research questions will be revisited and analysed to establish the extent to 

which the questions were addressed. The research deliverables are also 

summarised and presented.
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Chapter 6.  Conclusions and future work 

Figure 6-1: Chapter 6 in context with the overall thesis 

 

Source: Synthesised by the researcher 
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In the previous chapter, the Mobile Worker Commitment framework was put forth. This 

framework addresses the various aspects of mobile worker commitment that were 

shown to be influenced by technology. Most of the aspects can be grouped into three 

categories, namely: 

• the impact of technology on work relationships; 

• the impact of technology on organisational culture; and 

• the impact of task-technology fit. 

How technology influences these categories was comprehensively discussed and 

several recommendations were made on how organisations can utilise technological 

innovations to positively influence organisational commitment. 

This chapter presents the conclusion to this study. A summary of the work done and 

discussed in the previous chapters is provided. The research questions are revisited 

and analysed as to what extent the question was answered in the thesis. Topics for 

future research are also suggested. 

6.1 Problem statement and research questions 

The importance of building organisational commitment is often discussed in the 

currently available literature. Where employees show high levels of organisational 

commitment, several benefits are seen, such as reduced staff turnover and increased 

productivity and job satisfaction. Employees that experienced lower levels of 

organisational commitment are more likely to leave the employ of the organisation as 

they do not have a strong “bond” or commitment towards to an organisation. Bearing 

this in mind, it is a worthwhile endeavour to investigate and understand the manner in 

which organisational commitment can be increased. 

Combining knowledge that was gleaned from the literature review with the 

observations from the interview phase of this study, it was shown that the technological 

constraints that mobile knowledge workers face, such as technological solutions that 

do not match the requirements of the task to be completed, lack of face-to-face 

communication opportunities, degraded user experience due to network interruptions 

and a loss of corporate identity, are detrimental to the establishment of positive 

organisational commitment.  
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Furthermore, due to the landscape in which mobile workers operate, it was seen that 

mobile knowledge workers were more likely to show higher levels of occupational 

commitment than organisational commitment.  

The importance of building organisational commitment was alluded to in the literature. 

Staff turnover is reduced, productivity increased, and increased job satisfaction was 

experienced by employees who show higher levels of organisational commitment. 

Organisations invest in their employees by providing them with training where relevant, 

hardware and software that should allow employees to complete their tasks, and 

intangible business knowledge is imparted as the employee learns more about the 

organisation, its processes and data. If the employee does not have a sufficient level 

of organisational commitment, the employee is more likely to leave the employ of the 

organisation as they do not have a sufficient “bond” or commitment towards the 

organisation, with the investment and intangible business knowledge being lost.  

With the growth in the mobile workforce, it is therefore a worthwhile endeavour to 

investigate and understand the manner in which organisational commitment can be 

increased for mobile knowledge workers, as the factors that influence the 

organisational commitment of mobile knowledge workers were found to be different to 

that of their office-bound peers. 

The above led to the problem statement and research questions that this study 

addressed (refer to Section 1.2.1). The main research question that was addressed in 

this study is: 

To what extent does technology have an impact on the organisational 

commitment of mobile knowledge workers?  

Several research questions were presented that allowed the researcher to devise a 

framework that addresses the areas that impact mobile knowledge worker 

commitment from a technological point of view, presented and comprehensively 

discussed in Chapter 5.  

The research questions that the researcher focussed on are discussed next. 
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6.1.1 RQ1: What are the key differences between the organisational 

commitment shown by office-bound knowledge workers and 

mobile knowledge workers? 

The reliance that mobile knowledge workers have on technology as an enabler for 

building and maintaining relationships and entrenching them in the culture of the 

organisation, as well as the sense of isolation that mobile knowledge workers 

experience were identified as differing between mobile knowledge workers and office-

bound workers. These differences are shown in Table 6-1 and discussed in more detail 

in Section 4.2. 

Table 6-1: Differences between organisational commitment influencing factors for office-bound and mobile 

knowledge workers 

Aspect Office-bound workers Mobile workers 

Network 

connectivity 

Usually connected directly to 

the network with limited 

network interruptions. 

Remotely connected to the 

network and influenced by 

interruptions to their network 

connectivity (such as failures 

with the remote connectivity 

technology they are using). 

Relationships Able to communicate face-

to-face with managers and 

peers and generally finds it 

easier to build relationships. 

Rarely communicates face-

to-face; displays difficulties 

in building relationships. 

Culture Able to experience the 

culture of the organisation 

first-hand. 

Difficult to entrench workers 

in the corporate culture as 

they are not physically 

present to experience the 

culture of the organisation. 

Inclusion Lower levels of isolation. Higher levels of isolation. 

Source: Synthesised by the researcher 
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6.1.2 RQ2:  Which technological challenges do mobile knowledge 

workers face that influence the commitment they show 

towards their organisations? 

When considering the challenges and problems mobile knowledge workers 

experience that influence the levels of organisational commitment they show, the 

researcher found that it was often due to the following (comprehensively discussed in 

Chapter 4). 

• The technology that mobile knowledge workers are provided with is not able to 

adequately address the requirement of the tasks they need to complete, which 

influences the job satisfaction, productivity and empowerment mobile 

knowledge workers experience. 

• External factors, such as network connectivity issues, network interruptions and 

slow uploading/downloading speeds cause frustration, which again, influences 

productivity and satisfaction. 

• The inability to satisfactorily create and maintain close work relationships with 

remote communication tools often causes a feeling of isolation and lack of 

inclusion; this compromises the mobile knowledge worker’s ability to form a 

“bond” with the organisation. 

• Group inclusion is also negatively affected owing to the inability of the remote 

communication technologies to effectively simulate a feeling of being part of the 

group. 

• Mobile knowledge workers experience frustration and loss of productivity when 

support protocols for problems are inefficient or not clearly communicated, in 

large part due to the assistance having to be provided remotely. Where 

changes to the technologies used by mobile knowledge workers are made, sub-

optimal communication and lack of or insufficient training are further factors that 

cause frustration and a loss of productivity and employee satisfaction. 

From the above summary of the challenges that mobile knowledge workers 

experience, it can be noted that technology has a major impact on the organisational 

commitment of mobile knowledge workers. 
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6.1.3 RQ3: Which factors can be addressed to influence the 

organisational commitment of mobile knowledge workers? 

Several factors were identified that can be targeted by organisations wishing to 

positively influence the organisational commitment of mobile knowledge workers. How 

well these factors are addressed can also be indicative of the organisational 

commitment of the mobile knowledge workers. 

Table 6-2 shows the aspects of commitment and how they relate to commitment and 

how mobile knowledge workers experience the aspects. 

Table 6-2: Summary of commitment influencing aspects 

Aspect Corporate culture 

Overview Corporate culture is generally accepted as an influencer in 

the way employees behave in an organisation and how the 

public perceives the organisation, in other words, the 

“personality” of the organisation. 

Relationship to 

commitment 

Where employees experience a healthy corporate culture, 

they are generally happier, more satisfied and show higher 

levels of organisational citizenship behaviours. 

Mobile knowledge 

worker experience 

Corporate culture largely dictates the perceptions of 

mobile knowledge workers and the support and empathy 

that is provided to them. Mobile knowledge workers 

however are not fully entrenched in the culture of their 

organisations as the technology at their disposal is not 

used to share the corporate culture. 
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Table 6-2 (continued). 

Aspect Workplace relationships 

Overview Professional relationships: 

The relationships that employees have with each other 

where they work as a team and interact to reach a joint 

professional goal. It also refers to the relationship that an 

employee has with his/her manager(s). 

Social relationships: 

The workplace friendships that a mobile knowledge worker 

forms with peers and managers; in other words, the social 

bonds that form when employees are in contact.  

Relationship to 

commitment 

Workplace relationships increase the satisfaction that 

employees get from their daily tasks and increase their 

affective commitment. 

Mobile knowledge 

worker experience 

Mobile knowledge workers have difficulty forming and 

maintaining workplace relationships due to the fact they 

often miss out on face-to-face interaction with their peers 

and managers and rely on remote communication 

technology to manage relationships. 

Aspect Group inclusion 

Overview The sense of belonging that a mobile knowledge worker 

experiences – feeling like “part of the group”. 

Relationship to 

commitment 

High levels of group inclusion increase employee 

engagement, organisational citizenship behaviours and 

affective commitment. 
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Table 6-2 (continued). 

Aspect Group inclusion 

Mobile knowledge 

worker experience 

Mobile knowledge workers generally do not feel like they 

are part of the group. This is due to mobile knowledge 

workers being isolated from the hustle and bustle of their 

office-bound colleagues and are not able to take part in it 

via remote technologies. 

Aspect Task-technology fit 

Overview Task-technology fit refers to the ability of a technology to 

adequately cater to the functional requirements of the 

user, in other words, how well suited the technology is for 

the task that is required to perform. 

Relationship to 

commitment 

High levels of task-technology fit increase motivation and 

productivity, which in turn increases the levels of job 

satisfaction experienced by the employee. 

Mobile knowledge 

worker experience 

The experience of task-technology fit by mobile workers is 

dependent on the technology they are provided with in 

order to complete their tasks. 

Aspect Resilience 

Overview The ability of a technology to withstand failures and 

interruptions to the normal operating environment. 

Relationship to 

commitment 

If technology is constantly plagued by failures and 

interruptions, it causes frustration for the users and leads 

to lost productivity and is seen as demotivating. 
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Table 6-2 (continued). 

Aspect Resilience 

Mobile knowledge 

worker experience 

Mobile knowledge workers’ operational environment is 

prone to external influences, such as network connectivity 

issues. Technologies available to mobile knowledge 

workers are generally not perceived as dependable or 

reliant. 

Aspect Support structures 

Overview The protocols and procedures put in place to govern 

issues are reported and addressed, the training provided 

when new technology or features are introduced, and the 

communication when changes are made to existing 

technologies. 

Relationship to 

commitment 

Involvement, job satisfaction, productivity and motivation 

are impacted by how efficient the support structures of the 

organisation are. 

Mobile knowledge 

worker experience 

Support structures are seen as insufficient and tedious; 

the remote nature of support for mobile knowledge 

workers decreases the efficacy of the protocols. 

Source: Table 5-3 

6.2 Deliverables of the research: The Mobile Worker 

Commitment (MWC) framework 

Having addressed the research questions that underpin this study, the researcher was 

able to develop a framework that forms the output of this study, namely, the Mobile 

Worker Commitment framework, as shown in Figure 6-2. 
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Figure 6-2: The Mobile Worker Commitment framework 

 

Source: Figure 5-3 

The different aspects contained in Figure 6-2 are addressed below and discussed in 

more detail in Chapter 5.  

Relational (Figure 5-3: i, ii, iii) 

Relational aspects deal with the impact that technology has on the relationships that 

mobile knowledge workers form at work and how these relationships are maintained. 

The relationships include professional relationships (such as with a manager) and 

social relationships (such as friendships and bonds with other employees).  

In order to form and maintain relationships, mobile knowledge workers are reliant on 

technology as an enabler in forming and maintaining relationships. The reliance on 

technology however often leads to feelings of isolation and degraded group inclusion 

experiences for mobile knowledge workers. 

Task-technology fit and support (Figure 5-3: iv, v, vi, vii, viii) 

Mobile knowledge workers are dependent on technology; technology, therefore, has 

a direct impact on how the employee experiences and take part in other aspects of 

his/her daily tasks. Where the technology at the disposal of a mobile knowledge worker 

is appropriate with a high level of task-technology fit, the efficiency and productivity of 
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a mobile worker are generally increased, which in turn leads to higher levels of job 

satisfaction and affective commitment. 

Apart from the influence that technology has on the daily doings of the mobile worker, 

the capabilities and features of the technology and the support that are provided when 

difficulties with the technologies arise are also significant, as poor support and training 

leads to increased frustration and a poor level of job satisfaction. It should be noted 

however that where significant effort is spent on remote training and support, 

normative commitment increases. From a task-technology point of view, technology 

influences affective commitment by increasing job satisfaction and fosters a feeling of 

“wanting” to remain within the organisation. 

Cultural (Figure 5-3: ix, x) 

An organisation that employs mobile knowledge workers can influence organisational 

commitment by means of the technology that it implements. Technology is a crucial 

enabler allowing an organisation to entrench mobile knowledge workers in the norms, 

values and culture of the organisation and influence the perception that the mobile 

knowledge worker holds about the organisation by which he/she is employed. 

The number of employees working in a mobile manner is increasing dramatically, with 

expectations that large parts of an organisation’s workforce will eventually become 

mobile. This study has shown that the factors that influence organisational 

commitment are different for mobile knowledge workers and that mobile knowledge 

workers experience organisational commitment differently to their office-bound 

counterparts. This difference can be ascribed in large part to the dependence that 

mobile knowledge workers have on technology to allow them to complete tasks and 

take part in the daily operations of the organisation. It is thus important that 

organisations understand how they can increase the organisational commitment of 

their mobile knowledge workers to reap the benefits of organisational commitment, 

such as increased productivity and decreased staff turnover. 

By combining an extensive literature review with the findings from interviews 

conducted during the study, the researcher devised a framework that can be used to 

understand the impact of technology on the organisational commitment of mobile 

knowledge workers, namely the Mobile Worker Commitment framework (Figure 5-25).  
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The researcher envisages the Mobile Worker Commitment framework as a tool that 

can be used: 

• by organisations when attempting to understand organisational commitment 

from the point of view of their mobile knowledge workers; 

• as a starting point when attempting to understand where/why the organisational 

commitment of their mobile knowledge workers may have broken down; 

• as a guide when organisations consider where to spend effort and/or resources 

should they wish to positively influence the organisational commitment of their 

mobile knowledge workers; and 

• a reference to identify the areas where technological interventions have the 

best chance of producing positive outcomes pertaining to organisational 

commitment. 

6.3 Future research 

Several topics for future research were uncovered during this study and the ideas 

proposed herein. Amongst others the following topics were identified for future 

research in this area: 

• With a global pandemic declared in 2019 due to the outbreak of the novel 

corona virus, Covid-19, it would be a worthwhile research endeavour to 

determine how responses to the interview questions would’ve changed and 

what impact the social distancing and work-from-home policies adopted by 

several countries (International Labour Organisation, 2020) may have on the 

deliverables of this study. 

• This study followed a qualitative methodology in order to address the research 

questions. A quantitative study pertaining to the same topic can aid in further 

refining the Mobile Worker Commitment framework. 

• The time horizon of this study can be enhanced by performing a longitudinal 

study on the output of this study. This can help in determining further 

relationship and long-term applicability of the study results. 
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• Several aspects of a mobile knowledge worker’s experience could have the 

possibility to affecting the answers provided in the interview. A future researcher 

could include additional questions to establish if it has an impact (if any). 

Questions to be considered can include: 

o To what extent is the mobile worker expected to travel and visit clients 

face to face? Or just work from home? 

o What constraints, such as young children, may make it harder or more 

conducive for them to work from home? 

▪ Or make mobile work the only option for them? 

o Were they initially office-bound at this organisation, and then became 

mobile? 

o Have they been a mobile worker at other companies in the same 

industry, or in a different one? 

▪ What are the notable differences among the companies? 

• Whilst this study does not delve into which type of corporate culture is indicated 

as most effective concerning the organisational commitment of mobile 

knowledge workers, Santos et al. (2018) found that clan culture is generally 

seen as the most effective at increasing organisational commitment. Further 

studies on the applicability of Santos et al.'s findings regarding mobile 

knowledge workers could provide further knowledge on the successful 

management of mobile knowledge workers. 

• The researcher has concluded that whilst the relationship between 

organisational commitment and job satisfaction is generally well understood in 

the literature, the relationship between job satisfaction and occupational 

commitment is not well understood in the literature and could pose an 

interesting topic for future research. 

• Mobile knowledge workers are not present in the office as often as office-bound 

employees. It is thus possible that mobile knowledge workers experience less 

proximity-related factors (for example, less exposure to office politics). 

Understanding the impact of proximity-related factors on the organisational 

commitment of mobile knowledge workers could provide researchers with more 

information on further aspects that influence mobile knowledge worker 

commitment.  
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• Future research can include devising specific instruments from the MWC 

framework and testing these; checklists with standardised scoring can also be 

devised as a practical tool for businesses to use. 

• The participants in this study are located in the Gauteng province of South 

Africa – future studies can examine the applicability of the Mobile Worker 

Commitment framework in other geographical locations. The applicability of this 

study could also differ between developed and developing economies. 

• The majority of respondents in the interviews performed during this study were 

in the 30 to 39-year age group, with the least in the 50 to 59-year age group. 

Further study on the organisational commitment of mobile knowledge workers 

in different age groups could prove a valuable future research endeavour, 

especially when considering factors such as the digital divide (Robberts et al., 

(2015). 

• There are various theories pertaining to employee commitment that integrate 

and interact to form a more comprehensive whole. A common thread noticeable 

through the literature is that constructs are generally discussed from the point 

of view of organisational commitment with very few, references to occupational 

commitment. It could also pose worthwhile future endeavour to investigate how 

constructs associated with organisational commitment relate to occupational 

commitment. 

• Further study into the relationship between commitment and locus of control is 

beyond the scope of this research but could pose a worthwhile future research 

endeavour to determine if this relationship is able to provide worthwhile insights 

into commitment. 

• The relationship between commitment and intent to leave the organisation 

could pose another topic for future research especially when combined with the 

perspective of mobile knowledge workers on the subject, or from an 

occupational commitment point of view. 

• Business continuity and disaster recovery as it relates to the technology used 

by mobile knowledge workers could present further opportunities for future 

research. 
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• Future research can establish a baseline by surveying office-bound workers 

using the same interview guide and using the results to determine further 

differences/similarities between office-bound- and mobile workers. 

6.4 Reflection 

The researcher was able to acquire a large amount of knowledge pertaining to the 

organisational commitment of mobile knowledge workers and how technology could 

influence it. The researcher is of the opinion that should this study be done again, the 

interview guide should extract more information about aspects around the 

management of technology and how the respondents perceive these management 

interventions, especially in cases where the respondents make use of their own 

devices (for example, locking a user’s USB port in order to prevent data being 

downloaded). It would be of interest to determine the influence technology 

management interventions have on organisational commitment. 

During the literature review, the researcher found that very few studies that were 

performed on organisational commitment differentiate or indicate what type of 

employees formed part of their data gathering. Including this information in studies 

would provide future researchers with more opportunities to understand commitment 

from the perspective of mobile knowledge workers.  

The researcher acknowledges that the information obtained during this study has the 

potential of being even more widely applicable if the research group included a wider 

range of companies or a wider range of geographical locations for the respondent 

companies.  

Whilst completing the write-up of this study, a global pandemic was declared in 2019 

when Covid-19 outbreaks were detected in most countries worldwide. As many people 

were forced to work from home to some extent due to social distances measures 

implemented in countries, companies had to react faster to the changing landscape 

than what would normally be the case. Several remote collaboration tools were 

released to market in response to the pandemic. Performing this study again and 

testing the applicability of the MWC framework in a post Covid19 world would be 

beneficial. 
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Nevertheless, the researcher is of the opinion that the Mobile Worker Commitment 

framework that was developed in this study provides a holistic picture of the impact of 

technology on the organisational commitment of mobile knowledge workers.  

By understanding the different aspects that form part of the Mobile Worker 

Commitment framework and how technology is involved in each aspect, the potential 

exists for organisations to reap the benefits of having a mobile knowledge workforce 

that shows high levels of organisational commitment. 

6.5 Role of the researcher 

As can be seen in the Curriculum Vitae of the researcher (Appendix L), the researcher 

is working as a .NET Team Lead at an insurance company in South Africa. The 

researcher’s duties include leading a team of software developers and developing 

software solutions for the company.  

As insurance company employees were selected as respondents to the interview, the 

researcher was able to gain access to a sample of respondents with relative ease. At 

the time the data for this study were collected, the researcher was working as an office-

bound employee with all peers also being office-bound. The researcher acknowledges 

that her personal and work background could influence the interpretation of the data. 

However, by not having any lived experience of working in a mobile fashion herself, 

the researcher’s own preconceived notions of the mobile work paradigm could have 

influenced interpretations of the data. This is possibility mitigated through following the 

principles of transcendental phenomenology, where “the impact of the researcher on 

the inquiry is constantly assessed and biases and preconceptions neutralised so that 

they do not influence the object of study” (Neubauer et al., 2019). 
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Appendices 

Appendix A. Interview Guide 

Introduction 

The purpose of this study is to determine the impact, if any, that technology has on the 

organisational commitment mobile knowledge workers, and how technology can be 

used to positively influence organisational commitment. 

The goal of this interview guide is the obtain information regarding the organisational 

commitment shown by the respondent, as well as how their use of technology 

hampers/enables them to perform their daily tasks. 

The respondent will be asked several open-ended questions with the ability to 

elaborate on any of the given questions should they choose to. In addition, the 

respondent will be requested to complete a form with a few demographics related 

questions, such as age group and gender. 

The interview will explore various areas in a non-linear manner, including: 

• The culture of the company they work for 

• The characteristics of the jobs they are employed in 

• The tools they use to complete their tasks 

• The relationships they have with their peers/managers 

• The effect on technology on their ability to complete their day-to-day tasks 

• Occupational commitment measurements (organisational commitment 

questionnaire) 

Respondents have to meet these criteria in order to qualify to participate in this 

interview: 

• The respondent should perform the majority of their work in a mobile manner; 

• The respondent should be dependent on technology to perform their work; 

• The respondent should have access to an office space that they can use should 

they so wish; and 

• The respondent should visit the office at least once a month. 
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Interview Guide 

Note: Interviewer to take note of the respondent’s gender. 

Inform the respondent that all questions pertain to the job he/she is currently doing, at 

the company he/she is currently employed with. 

Sub questions can be used as a guide when trying to steer the conversation to obtain 

relevant data. 

Coding: C – Culture, T – Technology, J – Job, R – Relationships, D – Demographic, 

O – Commitment measurement 

Table A-1: Interview guide 

# QUESTION CODE 

1 What is your gender 

Options: [Male][Female][N/A] 

D 

2 What is your age group? 

Options: [17 or younger][18 - 20][21- 29][30 - 39][40 - 49][50 - 59][60 

or older] [Prefer not to answer] 

D 

3 What is the highest level of education that you have received? 

Options: [Less than Grade 12][Grade 12][Certificate][Diploma][Higher 

Diploma][Undergrad Degree][Postgrad Degree][Prefer not to 

answer][Other - Please specify] 

D 

4 How long have you been employed by this company? C 

5 How long have been working remotely at this company? C 

6 In your career, have you ever not worked remotely? C 
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Table A-1 (continued). 

# QUESTION CODE 

7 Are you able to determine your own working hours? 

(SUB) What are your working hours generally? 

(SUB) Do you ever feel that the fact that you are available to work 

remotely interferes with the time you regard as “non-working time”?   

(SUB) Why do you think this is? 

J 

8 Do you enjoy working remotely? 

(SUB) What do you like about working remotely? 

(SUB) What do you dislike about working remotely? 

J 

9 When you first joined the company, did you participate in a structured 

induction or orientation program? 

C 

10 When you started the job you are in now, where you provided with 

some training on how to perform your job? 

(SUB) Was this training provided on-site, or did you have to do it 

remotely? 

(SUB) Do you think the training was adequate? 

C 

11 If you need to learn something new now, like a new computer 

system, how are you trained to use the system?   

(SUB) Do you think that working remotely hampers your training in 

any way? 

C 

12 When there are changes made to the tools you currently use, how is 

this communicated to you?   

(SUB) Do you think this way of communicating changes is efficient? 

(SUB) Why do you think it is efficient/not efficient? 

C / T 
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Table A-1 (continued). 

# QUESTION CODE 

13 Considering the job you do now, how many of your tasks do you do 

remotely by connecting to and using company resources? 

J 

14 Considering the devices you use to connect to company resources 

remotely, are you only allowed to use company-provided devices, or 

are you also allowed to use your own devices? 

(SUB) Would you prefer using your own devices? 

T 

15 What problems do you experience when you use company resources 

remotely? 

(SUB) What frustrations do you experience with the tools provided to 

you? 

T 

16 What do you do when you experience problems?   

(SUB) Does the company provide support structures or helplines to 

assist in getting the issues resolved? 

(SUB) How quickly are your problems generally resolved? 

(SUB) What suggestions might you have that could improve your 

experience with using company resources remotely? 

T 

17 How important do you think the IT tools you use are to you 

successfully doing your job? 

(SUB) Do you think the tools you are provided with is sufficient? 

(SUB) Why/why not? 

T 
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Table A-1 (continued). 

# QUESTION CODE 

18 Which of these do you experience when you work remotely? 

• Slow connection speeds when browsing the internet 

• Loss or interruptions of internet connectivity 

• Slow connection speeds when connecting to and/or using 

company resources 

• The provided software systems cause disruptions to your work 

T 

19 Considering that you are working remotely, what influence do you 

think remote working has on the following: 

• How efficient you are in completing tasks 

• How productive you feel in general 

• The ability for you to plan your day 

• The satisfaction you get from your job 

• The experience of clients/customers 

• The job security you experience 

J 

20 If you need to find any information to assist you in doing your job, 

how do you go about obtaining this information? 

J/T/R 

21 How often do you visit the office? 

(SUB) For what reasons do you visit the office 

J 

22 How often do you communicate with your manager? 

(SUB) For what purposes do you communicate with your manager? 

R 

23 How often do you communicate with your peers? 

(SUB) For what purposes do you communicate with your peers? 

R 
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Table A-1 (continued). 

# QUESTION CODE 

24 Have you formed any new friendships with your colleagues since you 

have started working remotely? 

R 

25 Considering these options, do you use them to communicate with 

your manager, your peers, or not at all? 

• Face-to-face 

• Telephone/Cellphone calls 

• E-mail software, such as Outlook 

• Intranet, such as SharePoint 

• Social media, such as Facebook 

• Chat rooms and Private Messaging, such as Slack or 

Hangouts 

• Discussion Forums 

• Tracking and Ticketing Software, such as Jira or Confluence 

• Voice over IP and Video Conferencing software, such as 

Skype 

 

(SUB) Are there any other manners in which you communicate? 

(SUB) Do you find these communication manners effective? 

(SUB) What problems do you experience? 

(SUB) How would you prefer to communicate with your manager 

and/or peers? 

T/R 

26 Do you ever feel that you miss out on company happenings/gossip 

etc. because you are working remotely? 

R 
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Table A-1 (continued). 

# QUESTION CODE 

27 If you were suddenly no longer able to work remotely, would that 

change how you feel about the company you work for? 

T 

28 Please rate the frequency with which these statements apply: 

(Options:  Never, Rarely, Sometimes, Usually, Always) 

• I receive adequate support from my company to enable me to 

perform my tasks 

• It is important for me to have a good relationship with my 

manager 

• It is important for me to have a good relationship with my 

peers 

• I feel like I am “part of the group” even though I work remotely 

• I am aware of new people being appointed to the team in 

which I am working 

• I am aware of things at the office that affects the team in which 

I am working 

• I am able to continue doing my job even if the technology at 

my disposal fails 

(SUB) You are welcome to elaborate on any of these points 

J 

29 How do you feel about the manner in which your productivity is 

measured? 

C 

30 How willing are you put in a lot of extra effort in order to help your 

company be successful? 

O 

31 Do you often find it difficult to agree with the company’s policies 

related to important matters regarding its employees? 

O 
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Table A-1 (continued). 

# QUESTION CODE 

32 How loyal do you feel towards this company? O 

33 How likely would you be to accept any type of job assignment in 

order to keep working for this company? 

O 

34 Do you find that this company and your values are similar? O 

35 How often are you proud to tell others that you are part of this 

company? 

O 

36 Does this company inspire the very best of you in the way of job 

performance? 

O 

37 Would you be just as happy working for a different company if the 

work was similar? 

O 

Source: Synthesised by the researcher 
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Appendix B. List of definitions 

• Definition 2.1 - “commitment” 

Source: Synthesised by the researcher. 

“Commitment is a psychological state that underlies an individual’s perception and 

attitude towards a specific object and drives their continued support and 

participation in that object”. 

• Definition 2.2 - “organisational commitment” 

Source: Adapted from Singh et al., 2008. 

“Organisational commitment is defined as an employee’s desire to remain in an 

organisation, willingness to exert effort on its behalf, and a belief in and acceptance 

of the values and goals of the organisation”. 

• Definition 2.3 - “occupational commitment” 

Source: Adapted from Kim and Mueller, 2010. 

“Occupational commitment refers to an attachment to an identifiable and specific 

line of work and a lifelong series of related training/vocational decisions and 

activities related to this work”. 

• Definition 2.4 - Difference between occupational- and organisational 

commitment 

Source: Synthesised by the researcher. 

“Occupational commitment differs from organisational commitment in the sense 

that the employee’s commitment is focussed towards the individual and 

occupation, as opposed to focussing on the organisation and what the organisation 

offers”.  
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• Definition 2.5 - “mobile knowledge worker” 

Source: Synthesised by the researcher. 

“Mobile knowledge workers are employees who spend some time working away 

from a fixed location and performing work in a manner that is dependent on 

mobility-enabling technologies (such as the internet) to enable the creation and 

dissemination of knowledge as expected to perform their daily tasks”.  

• Definition 2.6 - “occupation” 

Source: Adapted from Lee, et.al., 2000. 

“The identifiable and specific line of work that an individual engages in to earn a 

living at a given point in time”.  
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Appendix C. Propositions informing the theoretical 

framework of commitment 

Proposition 2.1: 

Higher levels of job satisfaction equate to higher levels of organisational commitment. 

Lower levels of job satisfaction equate to lower levels of organisational commitment.   

Proposition 2.2: 

Higher levels of commitment lead to higher levels of OCB. Lower levels of commitment 

generally leads to lower levels of OCB.  

Higher levels of OCB usually equate high organisational commitment with lower OCB 

leading to lower commitment levels. 

Proposition 2.3: 

Highly engaged employees are more likely to also be highly committed. However, 

engagement does not always indicate commitment. 

Proposition 2.4: 

Affective and normative commitment increase along with increases in employee 

empowerment, whilst continuance commitment is expected to decrease as employees 

become more empowered. 

Proposition 2.5: 

Higher job involvement generally indicates higher organisational commitment. The 

inverse does however not hold; higher organisational commitment does not always 

point to higher job involvement.  

Proposition 2.6: 

Entrenchment is a negative state of mind generally leading to an increase in 

continuance commitment whilst having a negative influence on normative- and 

affective commitment. 
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Appendix D. Propositions informing the research output: 

The Mobile Worker Commitment (MWC) framework 

Table D-1: Propositions pertaining to the impact of technology on the commitment of mobile knowledge workers  

Proposition 

No. 

Proposition Group Aspect 

4.1 Relying on technology to 

perform tasks and interact with 

colleagues reduces corporate 

identity and organisational 

citizenship behaviours. The 

introduction of technology such 

as social media and virtual 

interaction technologies can 

reduce isolation and loneliness. 

Organisational Corporate 

culture 

4.2 Optimally functioning and 

reliable technology increases 

productivity and efficiency. 

Technology Resilience and 

dependability 

4.3 Access to technologies which 

allow knowledge workers to 

work in a mobile manner is a 

desirable characteristic of 

knowledge work since it 

increases job satisfaction.  

Organisational Support 

4.4 A reduction in the ability to 

successfully perform work in a 

mobile manner can decrease 

organisational commitment. 

Technological Resilience and 

dependability 
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Table D-1 (continued). 

Proposition 

No. 

Proposition Group Aspect 

4.5 Robust and reliable 

technological tools that can 

resist network- and 

infrastructure-related issues 

facilitate optimal productivity 

and increase job satisfaction. 

Technology Resilience and 

dependability 

4.6 Adequate communication and 

training pertaining to changes to 

the technological tools used by 

mobile knowledge workers 

increases job satisfaction and 

productivity. 

Technology Support 

structures 

4.7 Although effective 

communication is important, the 

excessive use of e-mailing may 

lead to information overload and 

reduce the efficacy of e-mail as 

a communication method. Using 

features such as mailbox rules 

might aid in reducing some 

information overload caused by 

excessive e-mailing due to 

improved categorisation of 

received communications. 

Technology Support 

structures 
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Table D-1 (continued). 

Proposition 

No. 

Proposition Group Aspect 

4.8 Frustration and productivity-loss 

can be reduced by the 

introduction of protocols and 

policies that govern interactions 

with support personnel, as well 

as clear communication on the 

progress of a remote support 

request. 

Technology Support 

structures 

4.9 High task-technology-fit 

increases empowerment and 

job satisfaction, which in turn 

increases organisational 

commitment. 

Technology Task-

technology fit 

4.10 Working in a mobile manner 

negatively impacts 

communication and feelings of 

group-belonging. 

Relational Group 

inclusion 

4.11 Mobile knowledge workers 

deem their relationship with 

their manager of higher 

importance than their 

relationship(s) with peers, which 

in turn negatively impacts 

group-belonging and inclusion. 

Relational Workplace 

relationships 
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Table D-1 (continued). 

Proposition 

No. 

Proposition Group Aspect 

4.12 Relationship forming is directly 

impacted by the communication 

technologies used by mobile 

knowledge workers to 

communicate with others. 

Relational Work 

relationships 

4.13 Employee perception of their 

employer is influenced positively 

when mobile work is allowed 

and supported. 

Organisational Corporate 

culture 

4.14 If technology is used to 

entrench mobile knowledge 

workers in the culture of the 

organisation, and the culture of 

the organisation aligns with the 

values and norms of the 

employees, organisational 

commitment is improved. 

Organisational Corporate 

culture 

4.15 The technologies used by 

organisations to provide 

induction and orientation 

programmes to mobile 

knowledge workers need to be 

enhanced in order to have a 

positive impact on 

organisational commitment. 

Organisational Corporate 

culture 
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Table D-1 (continued). 

Proposition 

No. 

Proposition Group Aspect 

4.16 Organisational commitment may 

be positively influenced by using 

fit-for-task technologies and 

providing adequate support and 

training; these interventions 

positively influence employee 

perceptions of their employers 

and the employee’s sense of 

value to the organisation. 

Organisational Support 

4.17 The goals that a mobile 

knowledge worker need to 

achieve ought to be clearly 

communicated and understood 

in order to improve engagement 

and commitment. The goals 

should be made available for 

remote access, with progress 

towards the goal tracked with a 

technological tool that provides 

visibility to the employee, 

his/her team and manager(s). 

Organisational Support 

Source: Synthesised from propositions in Chapter 4 
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Appendix E. List of acronyms and definitions 

Table E-1: List of acronyms and definitions 

Abbreviation Description 

AC Affective commitment. 

CC Continuance commitment 

Colleagues A colleague is a person who works with the employee, can include 

peers and managers. 

CN Classical notion of organisational commitment. 

HR Human Resources. 

ICT Information and Communications Technology. 

IP Internet Protocol. 

IT Information Technology. 

MWC Mobile Worker Commitment framework. 

NC Normative commitment. 

OCB Organisational citizenship behaviours. 

OCQ Organisational commitment questionnaire 

Peers A peer is someone of equal standing, for example, someone on 

the same salary level or having the same job responsibility. 

SMS Short Message Service. 

TTF Task-technology fit 
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Table E-1 (continued). 

Abbreviation Description 

VoIP Voice over Internet Protocol. 

WCI Workforce commitment index. 

Source: Synthesised by the researcher 
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Appendix H. The impact of task-technology fit on the 

organisational commitment of mobile knowledge workers in 

South Africa  

The following article was published in the SAICSIT 2020 conference proceedings 

(Robberts, et al., 2020). 
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Appendix I. Towards a framework for mobile knowledge 

worker commitment 

The following article was published in the IAABD 2018 conference proceedings 

(Robberts, et al., 2018). 
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Appendix J. TurnItIn originality report 

An originality check was done on this thesis by means of the TurnItIn originality 

checking service (https://www.turnitin.com/) with a 15% originality score obtained with 

bibliography excluded. The TurnItIn report includes several matches to work that the 

researcher has published during this study.   

Figure J-1: TurnItIn originality report 

 

Source: TurnItIn originality report 

 

The highest matching sources that are related to the researchers own work are: 

• 2% match (Internet from 06-Mar-2019) 

https://iaabd.org/wp-content/uploads/2015/04/Conference-proceedings-19th-

IAABD-Conference.pdf 

 

• < 1% match (publications) 

Michelle Robberts, Klarissa Engelbrecht, John Andrew van der Poll. "A 

framework for the support of mobile knowledge workers in South Africa", 2015 

International Conference on Computing, Communication and Security 

(ICCCS), 2015 
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