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ABSTRACT





Communication audits of organizations in Australia, Guatemala, Thailand, and the United States revealed cultural differences in the relationships among Downs dimensions of organizational communi�cation and organizational commitment. Hofstede's schematic was used to determine differences between individualist and collectivist cultures.





INTRODUCTION





An era of seemingly constant change, restructuring, downsizing, and redesigning by organizations may be resulting in an "erosion of corporate loyalty" 4Morrow and McElroy, 1993, 1). Consequently, research in organizational commitment has increased dramatically. "This interest has been consistent with the organizational science literature that implies that the antecedents of organizational commitment are under management's capacity to influence" (Witt, 1993, 17). If it is subject to managerial influence, knowledge about it could become an integral basis for understanding the impact or managerial policies. According to Kanter (1968), commitment is central to the understanding of human motivation and system maintenance in organizations.





The importance of looking at antecedents of commitment is suggested by 4�uthans, Baack and Taylor (1987, 233), who maintain that "it may be as important to discover how commitment evolves and is caused as it is to simply reports its existence." In a review or cross�cultural research, Randall maintains that "organizational commitment from a cross�cultural perspective have just recently begun to appear in academic journals. 'Commitment researchers are entering into an international phase in which they are attempting to extend and apply theories abroad. (1993, 91)








RESEARCH QUESTIONS





The current research was an in�depth exploration of important an�tecedents of �organizational commitment which have rarely been studied comprehensively. The primary research questions were: 1. How do dimensions of communication satisfaction relate to organizational commitment? 2. How does the communication commitment link vary across cultures?





Both organizational communication and organizational commitment maybe influenced by national cultures. In order to circumvent some research problems described above, the same instruments were used to obtain data in several countries: the United States, Australia, Thailand, and Guatemala. In essence, each study was a replication �of the others, with several modifications made to suit the researchers. Only the comparable parts are presented here. Part of the analysis is based on �Hofstede's Value Survey Module, a popular measure of cultural values which contrasts cultures on four dimensions. Of those, the dimension of individualism versus collectivism May have particular relevance for organizational commitment re�searchers ('Randall, 1993, 93) and it is the one highlighted here.








SAMPLE AND RESEARCH SITES





United States organizations included. 1) A major retail organization in the American southwest <N=59) 2) the corporate headquarters of a Fortune 500. Multibillion dollar high technology manufacturer and retailer which had just opened two new plants and had expanded others<N=161) and 3. a major healthcare network included several hospitals, a mobile health care service, a home health�care service, and office management company, a medical laboratory, and several fitness centers (N=Z45). Australian organizations included 4) A university (N=95) and 5) a technological leader in packaging whose full service operations merged in one location for the first time (N����99). 6) In Guatemala a food factory of 400employees was experiencing conflict between a union and the�CEO (N=177). Thai organizations included 7) 419 members of an assembly plant of an international automobile manufacturer that makes cars and trucks in one of the fastest growing companies in SE Asia, 8) A piston division of an international automobile company (N= 173), 9) A rapidly developing Thai based international textile company (N= 200).The organizations differ in the type of work they do, in stage of development in which they are operating, in size, and in country of origin. Nevertheless, if one is to collect data that will eventually permit generalizations about organizational maintenance as Kanter suggests, then there is a need to look at many types of organizations to determine if there are general patterns to be had.








MEASURES





The surveys contained three separate instruments: 1) the Communication Satisfaction Questionnaire (Downs & Hazen, 1973), 2) and the Organizational �Commitment Questionnaire (Mowday, Porter, & Steers, 1979).





The Communication Satisfaction�Questionnaire or COMSAT con�tains 40 items, with 5 items on each of the following 8 factors.


1) Organizational Perspective refers to information concern�ing the organization at large. 2) Organizational Integration focuses on communication in the immediate work unit in terms of how well the person is kept informed about the job 3) Personal Feedback measures the reactions to positive and negative�critiques of their performance.4) Relationship with Superiors includes subordinate reactions to the upward and downward communication with their immediate superiors. 5) Horizontal and Informal Communication explores non�hierarchical communication and the informal networks. 6) Communication Climate measures the general attitudes toward communication and the health of the organizational context. 7) Media Quality measures the helpfulness, clarity, and quantity of publications, memos, e�mail, and meetings. 8) Relationship with Subordinates measures how supervisors or managers assess the communication of those who report to them. Coefficient alpha reliabilities have been consistently high. In fact. The Cronbach alphas ranged from .94-.97.





The Organizational 4CommitmentQuestionnaim (0CQ) contains 15 items using a 7 point Likert scale with respondents indicating levels of agreement or disagreement. Commitment is measured by a composit score across the 15 items. Alphas ranged from .76 to .96.








ANALYSES AND RESULTS





The degree of commitment varied significantly different across organizations in the same culture as well as across cultures. The respondents in Thailand and�Guatemala appear to have slightly higher commitment scores than do the ones from Australia and the USA. However, the means all fall in the "slightly committed" category. The relationships among the commitment scores and the communication factors were investigated both by 1) Pearson corre�lations and 2) regression analyses.





Significant correlations were found between all communication dimensions and the composite scores of commitment at the p <05 level. The Americans and Australians had similar patterns where the highest correlations were for Media Quality, Communication Climate, and Relation with Supervisor. However, the only functionally high correlation for the Guatemalans was Relationship with Subordinates.





Stepwise Multiple Regressions were performed first on the entire data set with the composite of the OCQ as dependent variable and the 8 COMSAT dimensions as independent, predictor variables.
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TABLE 


COMMUNICATION PREDICTORS OF ORGANIZATIONAL COMMITMENT





Sample 	Predictors 	MultipIeR 	F Significance





Low Power Distance/ Individualistic Cultures





USA





All 	Comm. Climate 	.70 		46 .00001


Rel. with Supervisor


Horizontal Comm.





Retail 	Horizontal Comm. 	.71 		12 .005





Elect. 	Comm. Climate		.72		38 .00001


Rel. with Supervisor





Hosp. 	Rel. with Supervisor 	.61 		16 .00001


Horizontal Comm.





Australia





All 	Communication Climate .56 		33 .0000


Rel. with Supervisor





Uni 	(none)





Manuf. 	Rel. with Supervisor 	.59 		14 .000





High Power Distance/ Collectivistic Cultures





Guatemala





Factory 	Media Quality 		.53		 46 .0001


Org. Integration


Rel. with Supervisor





Thailand





All 	Media Quality 		.61 		57 .0000


Rel. with Supervisor


Personal feedback





Auto 	Rel. with Supervisor	.59		61 .0000


!Interunit Comm.!





Textile 	Media Quality 		.56 		44 .0000


!Interunit Comm!





Piston 	Media Quality 		.68 		48 .0000


Organizational Integration


!Top Mgt. Communication!





Note that for the Thai sample, two factors had been added to the Comsat Instrument. Top Management Communication involved the reactions to how informed the upper echelons kept workers in�formed and also how well they tapped information from the workers. Interunit Communication measured satisfaction with the coordination among departments.





The Hofstede framework provided an excellent vehicle to focus on the differences that might be present in the ways that internal com�munication affects the people in the organization and their commit�ment. Specifically. Hofstede empirically divided countries into four quadrants based on their combined Power Distance index and Individual Index. Power Distance "indicates the extent to which a society accepts the fact that power in situations and organizations is distributed unequally" (Hofstede, 45).  With their egalitarian emphases, both the United States and Australia would rate very low on this dimension. Thailand on the other hand, is judged by Hofstede to fall into the Large Power Distance quadrant. Individualism "implies a loosely knit social framework in which people are supposed to take care of themselves and of their immediately families only, while collectivism is characterized by a tight so�cial framework" in which the in�groups looks after them. (Hofstede, 45). In return, they give great loyalty to their collective group. Again, the United States and Australia are classified as being very Individualistic whereas Thailand would emphasize collectivism. 'While Hofstede did not classify Guatemala, he did classify three, other Latin American countries as being Large Power Distance and Collectivist, and we infer that the Guatemalan culture would proba�bly fall into the same cultural categories as Colombia, Brazil, and Mexico.





CONCLUSIONS AND DISCUSSION





The emphasis of this study was on communication as a process variable which impacts the organizational outcome of commitment Based on the collected data, the following conclusions were war�ranted.





1. A positive relationship existed between communication and organizational commitment. This relationship was demonstrated both in the correlations and the regressions of predic�tor variables. However, the exact nature of this relationship varied among the a) communication dimensions, b) the organizations, and c) the national cultures. The highest correlations overall were between the commitment composite and Communication Climate,  0rganizational Integration, Media Quality, and Relationship with Supervisor.





It is noteworthy that the correlations tended to be stronger for the Thai and Americans samples than for the others. I n fact, the commitment�communication correlations for the ~Guatemalans were functionally lower than for the other national samples. This may suggest that organizational communication, in general. is more important in achieving commitment in those societies. 2) The American highest correlation was with Communication Climate, and this correlation was considerably higher than the correlations for the other societies.





The close ties between communication satisfaction dimensions and measures of commitment are also indicated by the fact that each of six COMSAT factors predicted communication in at least some of the organizations.





2. Relationship with the Supervisor was the most frequent predictor or organizational commitment and it tended to be significant across all cultures. Communication in the immediate work environment forges an important link with commitment, but the nature of that immediate work environment varied across cultures. For example, Horizontal Communication was the second most frequent predictor of commitment in the American samples, but it did not surface as a predictor in any other society. On the other hand, in the collectivist societies Organizational Integration combined with Relationship to Supervisors to represent the immediate work units. 'Furthermore, one may surmise that the relationships in the immediate work environment are more important in the individualistic societies than the providing of information, which is where so many communication specialists put their emphasis. On the other hand, Organizational Integration and Media Quality both represent information systems in the organizations, and these were significant predictors in the collectivist societies of 'Guatemala and Thailand.





3. The exact relationship between communication di�mensions and levels of commitment varied across orga�nizations as well as cultures. These differences were re�vealed more by the regressions than the correlations. In fact, the re�gressions demonstrate that the comparability among sample compa�nies may be quite limited. With the exception of Relationship with Supervisor as being a significant predictor, no precise and consistent formula for the relationship between communication and commit�ment exists for these samples. The relationship varies considerably across the organizations and across the countries. When organiza�tions have different predictors for their organizational commitment, it suggests not only that there is an important I ink between commu�nication and commitment, but also that those links may be variable over time with whatever contingencies are affecting the organization at a particular time. This conclusion could warrant an attempt to develop a contingency theory of the communication�commitment interface.





4. Differences surfaced between the Individualist and. collective �cultures in terms or the factors that predicted commitment. 





First, Communication �Climate played different roles in the two types of cultures. �it was a consistent predictor for Individualist, Low power distance countries. This emphasis on climate suggests that commitment comes from an expectation of openness in com�munication and a concern for healthy communication. 'On the other hand, Media Quality surfaced as a predictor for the High Power Distance/ Collectivist organizations, but not for the Individualistic societies. This difference may reflect a concern for formalized professional communication that can keep people in high power distance societies informed. This generally is dictated by the hierarchy.





 Second, one of the most interesting findings involved commitment and money. For the Guatemalans, money items were not related to their commitment whereas they were for the Americans and the Australians. This, again, would tend to support the Hofstede claim that individualism has been connected to Capitalism. This fact has profound implications for understanding levels of commitment in different cultures.





Third, one surprise was the fact that Personal Feedback surfaced as a predictor for the Thais but not for the Americans. In the United States, performance reviews have become almost a legal mandate, and great emphasis is placed in management training on the ability to get feedback.





These results raise the question of whether or not differences in the communication�commitment interface are rooted in demonstrable cultural differences. We do not presume that these few organiza�tions are fully representative of their cultures, but this preliminary research indicates that Hofstede's theory does have merit.
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