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Contradictory research findings make it almos! impossible to arrive at gener-
alized conclusions about the side-bet theory despite the amount of attention
this theory has received. In an attempt to resoive the argument about the
ability of the theory to explain the formation of organizational commitment,
this study examines previous findings of relevant correlational data from 50
published studies, using the Hunter, Schmidt, and Jackson (1982) meta-
analysis procedure. Results show that 11 side-bet variables have estimates
of low population correlations with organizational commitment. For most
of the side-bet variables, no meaningful or generalizable relationships with
organizational commitment were found. The results indicate that there is very
litile empirical support for the side-bet theory. Three possible conclusions
are proposed. Discussion of the implications of each conclusion and how -
they relate to future investigation of the side-bet theory concludes the paper.
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INTRODUCTION

The topic of organizational commitment has received considerable atten-
tion from both managers and behavioral scientists, mainly because it has been
suggested to be a better predictor of turnover than job satisfaction and other
work behavior variables (Mowday, Porter, & Steers, 1982; Porter, Steers, Mow-
day, & Boulian, 1974). The interest in organizational cominitment has been
demonstrated by efforts to empirically determine its primary antecedents and
outcomes {Griffin & Bateman, 1986; Mowday et al., 1982; Reichers, 1985).

Two views regarding commitment have dominated the literature: the
calculative and the moral or attitudinal approach (Amermnic & Aranya, 1983;
Ferris & Aranya, 1983; Griffin & Baternan, 1986; Kidron, 1978; McGee &
Ford, 1987; Meyer & Allen, 1984; Wiener & Vardi, 1980). The present study
examines the calculative approach exemplified by Becker’s side-bet theory
which, according to Griffin and Bateman (1986), has guided numerous studies
from Alutto, Hrebiniak, and Alonso (1973) to Meyer and Allen (1984).

The term “side-bets” has been used by Becker (1960) to refer to the ac-
cumulation of investments valued by the individual which would be lost if
he or she were to leave the organization. Becker (1960) argued that over a
period of time certain costs accrue which make it more difficult for the per-
son to disengage from a consistent line of activity, namely, maintaining mem-
bership in the organization. The threat of losing these investments along with
a perceived lack of alternatives to replace or make up for the loss of them
commits the person to the organization. Becker phrased his argument as fol-
lows “...The man who hesitates to take a new job may be deterred by a com-
plex of side-bets: the financial costs connected with a pension fund he wouid
lose if he moved; the loss of seniority and “connections” in his present firm,
which promise quick advance if he stays; the loss of ease in doing his work
because of his success in adjusting to the particular conditions of his present
job; the loss of ease in domestic living consequent on having to move his
household, and so on ...” (1960, pp. 38-39).

Because side-bets can be made in a variety of ways, it was necessary
for researchers examining Becker’s theory to establish a general index of the
nature and/or number and/or size of the side-bets. Ritzer and Trice (1969)
reasoned that side-bets should accumulate over time. Therefore, age and ten-
ure were suggested by them and others (Alutto ef al., 1973; Sheldon, 1971)
as the best indicators of actions taken which build up one’s stake in the em-
ploying organization. Later researchers examining Becker’s theory suggest-
ed other variables as indexes of side-bets; for example, education, pay, gender,
mobility, organizational level, marital status, number of chifdren, and per-
ceived job alternatives (Alutto et al., 1973; Amernic & Aranya, 1983; Aranya
& Jacobson, 1975; Hrebiniak & Alutto, 1972; Ritzer & Trice, 1969; Shel-
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don, 1971; Shoemaker, Smizek, & Bryant, 1977; Stevens, Beyer, & Trice,
1978). Studies have been interpreted either as supporting or not supporting
the side-bét theory on the basis of the strength of the relationship between
organizational commitment measures and the above side-bet indexes.

Ritzer and Trice (1969) were the first to test the side-bet theory. Find-

ing no relationship between organizational commitment and most of the side-
bet indexes, they rejected the side-bet hypothesis, but offered an alternative
theory of commitment which emphasized social-psychological factors as af-
fecting workers’ identificationi. According to their explanation, organizational
commitment is basically a psychological phenomenon and not a structural
one. This alternative theory was described by Stebbins (1970) as a step toward
a theory of value commitment. 4

Ritzer and Trice’s findings and conclusions started an extensive and con-
tinuing examination of Becker’s side-bet theory. For example, Stebbins (1970)
argues that these findings are in part a product of Ritzer and Trice’s failure
to distinguish between continuance commitment, which is a theory of forced
behavior, and value commitment, which is not. He claimed that Becker was
concerned with continuance commitment while Ritzer and Trice operation-
alized it as value commitment. Testing Ritzer and Trice’s claims, Alutto et
al. (1973) found positive and significant relationships between organization-
al commitment and most of the side-bet indexes. They concluded that their
data offered support for Becker’s original hypothesis and explained the results
in part as a function of their more refined measurement of commitment,
along with differences in the sample. Shoemaker et al. (1977} extended the
discussion by comparing Becker’s structural theory to Ritzer and Trice’s al-
ternative social-psychology theory. In comparing the two sets of explana-
tions, they found from their data that the social-psychological factors were
stronger correlates of organizational commitment than the side-bet varia-
bles. They concluded, however, that both explanations or sets of variables
have some influence on commitment, and neither should be considered to
the exclusion of the other.

The research on Becker’s theory continued without reaching any definite
conclusion. Several studies have been interpreted as supportive of Becker’s
theory (Baba & Jamal, 1979; Hrebiniak, 1974; Hrebiniak & Alutto, 1972;
Sheldon, 1971; Stevens et al., 1978). Others have been less supportive, or
have provided evidence for Ritzer and Trice’s alternative psychological the-
ory (Amernic & Aranya, 1983; Angle & Perry, 1983; Aranya & Jacobson,
1975; Meyer & Allen, 1984). :

Side-bet indexes, along with other categories of variables (psychologi-
cal, role, structural, and work experience), were also tested as part of mul-
tivariate models of relationships between antecedents and organizational
commitment. The results of these studies shed no further light on previous
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divergent findings. Some of the studies found that side-bet variables make
a statistically significant contribution in explaining organizational commit-
ment (Koch & Steers, 1978; Lee, 1971; Luthans, Baack, & Taylor, 1987;
Steers, 1977). Others found that even if there were correlational relation-
ships between side-bet variables and organizational commitment, their im-
pact disappeared in multivariate analysis when variables from other categories
(such as role-related characteristics and work experiences) were included in
the models (Angle & Perry, 1983; Bhagat & Chassie, 1981; Brunning & Sayder,
1983; Ferris, 1981; Hunt, Chonkol & Wood, 1985).

In summary, Becker’s theory was developed in 1960 and much research
has been conducted concerning this theory during the 1970’ and 1980’s. Yet
no one had systematically summarized all of this research. Some limited at-
tempts were made by Griffin and Bateman (1986), Morrow (1983), Mowday
et al. (1982), and Reichers (1985), but only as part of more general literature
reviews of organizational commitment. They concluded that there are
meaningful relationships between side-bet indexes and organizational com-
mitment, thus providing support to the side-bet theory. However, their con-
clusions were based on the traditional narrative review procedure which
according to Hunter et al. (1982) has three possible limitations: (1) the reviewer
may not attempt to integrate findings across studies, (2) the reviewer may
simplify the integration task by basing his or her conclusions on only a small
subset of the studies, and (3) the reviewer may actually attempt the task of
mentally iniegrating findings across all studies and fail to do an adequate
job. Therefore, the conclusion to support Becker’s theory based on these limit-
ed reviews must be treated with caution.

Recent developments in meta-analysis (Hunter et al., 1982) have made
it possible to re-examine existing studies using quantitative review methods.
Such methods permit the statistical aggregation of research findings and the
systematic assessment of inter-study moderators. Quantitative effects and
samples can be cumulated and, consequently, communalities beyond the scope
of narrative reviews can be brought to light. Given the prevalence of con-
trasting views and contradictory research findings concerning Becker’s the-
ory, a meta-analysis review appeared to be conceptually and practicaily
appropriate to an attempt to find answers for the following unresolved ques-
tions concerning this theory:

1. Are there meaningful relationships between side-bet variables and
organizational commitment, and are they strong enough to support
Becker’s theory?

2. Are the aforementioned relationships generalizable across situations or
are they influenced by variables such as gender, type of occupation,
rank, type of industry, etc.?
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The answers to these questions would help resolve the argument about
the ability of the side-bet theory to explain the formation of organizational
commitment.

METHOD
Meta-Analysis

Meta-analysis procedures proposed by Glass, McGaw, and Smith (1981}
and Hunter et al. (1982) involve extracting information from relevant studies
“and then statistically cumulating their findings. The Glass et al. (1981) proce-
dure involves generating a standard by which to measure the size of effects
obtained in individual studies, i.e., mean difference or Pearson’s r, creating
a distribution of such findings and from the distribution computing an aver-
age effect size which would represent the best estimate of the expected popu-
lation effect. Hunter et al. (1982} extended and improved Glass’ method by:
(1) introducing a more accurate estimate of effect-size through the use of
sample weighted estimates, (2) removing the artifactual attenuating cffects
of instrument unreliability and range restriction to correct effect-size esti-
mates, and (3) testing the hypothesis that the variance in observed effect-
size is due solely to artifacts.

We used the Hunter et al. (1982) meta-analytic procedure which ag-
gregates correlation coefficients across a collection of empirical studies and
corrects for the presence of statistical artifacts in order to provide unbiased
estimates of population relationships. The method consists of three basic
steps: the estimation of population mean correlations and variance, the cor-
rection for statistical artifacts, and the analysis of moderating effect.

Research Description

An exhaustive search was underiaken to locate research reporting rela-
tionships between organizational commitment and side-bet variables. Pub-
lished studies were identified by means of both manual and computer-assisted

_searches of social science, psychology, and management literature for the
vears 1969-1987. The goal was to find studies reporting Pearson product-
moment correlations. For each study, the following information was recorded
if available: (1) sample characteristics such as gender, occupational type, and
education, (2) means, standard deviations, and reliability information coi-
cerning commitment and side-bet variables, (3) sample size, (4) type of or-
ganizational commitment measurement used, and (5) Pearson
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product-moment correlations concerning the relations between organizational
commitment and side-bet variables.

The total number of studies reviewed was over 250 of which 50 includ-
ed correlational data dealing with side-bet variables and organizational com-
mitment. These 50 studies included 58 independent samples and are referenced
in Appendix A.

Several additional points need to be emphasized in order to understand
more completely the meta-analysis presented.

1. We controlled for the statistical artifacts of sampling error and predic-
tor and criterion unreliability. There were no corrections for range restric-
tion because of insufficient data.

2 The analysis is based on published studies. An argument might be
made that unpublished studies differ in results from published studies.
However, the Rosenthal (1579) study appears to suggest that, generally, when
the mean effect-size is moderated or is relatively weak, many studies with
zero effect-size would be needed to invalidate the results and conclusions.

3. Following an argument in the recent Iiterature (Lowenberg & Co-
hen, 1990; McDaniel, Hirsh, Schmidt, Raju, & Hunter, 1986; Schmitt, Good-
ing, Noe, & Kirsch, 1984; Schmitt & Noe, 1986) concerning the rules for
rejecting the situational specificity hypothesis, we chose not to follow the
Pearlman, Schmidt, and Hunter {1980) common fule of 75%. It was decid-
ed instead to adopt McDaniel et al.’s {1986) recommendation that the actual
amount of variance remaining after accounting for sample size should be
taken into account in determining generalizability. The chi-square test sug-
gested by Hunter et al. (1982) was used only as supportive evidence.

4. Following Schmitt & Noe’s {1986) recommendation, we adopted a
view that the ... confidence intetval should be used to interpret validity gener-
alization results...” (p. 849). Accordingly, in the present meta-analysis, the
confidence interval together with the size of the residual variance, was used
to determine whether to search for moderators. '

5. It was decided to estimate the reliability distributions using Cron-
bach’s (1951) coefficient alpha, which is the most popular reliability estima-
tion technique, and to ignore other technigques which tend to operate under
different mathematical assumptions. To use ali of them without differentia-
tion, might have confounded the analysis.

6. We decided to have a minimum of three samples in a meta-analysis
so we could obiain at least some tenitative information about the relation-
ships between organizational commitment and various independent variables.

=. Based on Hunter et al. (1982) who found that the average correla-
tion does not violate the independence assumption, it was decided that, if
more than one correlation was reported for a single sample, the mean of
the correlations would be used. .
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MEASURES OF COMMITMENT

Generally, two types of measures of organizatiohal commitment have
paralleled the distinction between the calculative or side-bet approach and
the moral or attitudinal approach (Griffin & Bateman, 1986). Most of the
empirical studies have used the affective measure of Porter et al. (1974} which
has been called “the” approach to organizational commitment (Reichers,
1985). Moreover, Meyer and Allen (1984) and Stebbins (1970) provided em-
pirical evidence that Ritzer and Trice’s (1969) and Hrebiniak and Allutto’s
(1972) side-bet measures assess affective rather than continuance commit-
ment, demonstrating that almost all the measures of organizational commit-
ment are affective. Still, there is in the literature a long and continuing
argument concerning the effects of the different measures on the results of
studies. Morris and Sherman (1981) and Reichers (1983) stated that the in-
consistency in results concerning the antecedents of organizational commit-
ment may stem from the several different ways in which commitment has
been defined and measured. Therefore, it was decided to control for the ap-
propriate type of measure of organizational commitment by: (1) using the
measure which was found to have sufficient data for a separate analysis, that
is, the Porter et al. (1974) measure, and (2) comparing the studies using this
measure with studies using other measiires., As mentioned previously, all of
these measures assess affective commitment. Results of this comparison are
shown in the moderator analysis. :

RESULTS

Results of the meta-analysis for the correlational data between side-
bet variables and organizational commitment are presented in the first sec-
tion. Results of the moderator analysis are presented in the second section.

Main Effect

The correlates of organizational commitment in Table I include 11 side-
bet variables. These variables are: age, tenure, education, gender, marital
status, number of children, level in the organization, number of jobs in the
organization, skill level, perceived job alternatives, and pay.

In general, the meta-analysis results do not reveal a strong relationship
between side-bet variables and organizational commitment. In terms of
meaningful relationships, of the 11 side-bet variables, five of the corrected
mean correlations (tenure, gender, number of children, skill level, and per-
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ceived job alternatives) are less than r = 0.1. The strongest corrected mean
correlation {that for age) is only r = 0.204. A

In terms of the situational specificity hypothesis, the residual variance
for three side-bet variables (marital status, number of children, and number
of jobs in the organization) is zero or close to zero. In all three of these cases,
there is also enough difference between the observed variance and the residual
variance, 50 that we can reject the situational specificity hypothesis. The non-

significant chi-square results for these variables also support this conclusion.

In the case of skill level, the difference between the observed variance and
the residual variance is enough to reject the situational specificity hypothe-
sis, althongh the chi-square test indicates significant variations among the
correlations coefficient. The other seven side-bet variables have a significant
remaining unexplained variance among sample correlations that cannot be
atiributed to the statistical artifacts. Therefore, the next step for these varia-
bles is a moderator analysis.

In terms of validity generalization, for seven side-bet variables (tenure,
education, gender, level in the organization, skill level, perceived job alter-
patives, and pay), the 95% confidence interval includes zero and therefore
rules out any conclusion of a significant population relationship between these
variables and organizational commitment.

Mowday et al. (1982) quite convincingly argued that the determinants
of commitment and the process through which commitment develops and
is maintained. are different at different stages in one’s career. It might be

-argued that the variance in commitment due to demographic variabies at the

time of one’s organizational entry needs to be statistically controlled if these
demographic variables are 1o be used as part of the side-bet model. There-
fore, we decided to control ror the influence of the time factor in one’s career
by separating individuals who were at an early stage of their employment
history from those who had had a chance for true investments in the organi-
zation. This separation was done for two variables, age and tenure, because
they were considered to be “the best single indicators of investments” (Ritzer
and Trice, 1969, p. 476). Based on our data, age was subdivided into two
subgroups (24-35 years and 36 or more years) and tenure into three (1-4 years,
5-8 years, and 9 or more years). Following the side-bet model, we would
expect a stronger relationship with organizational commitment in subgroups
representing older and more tenured employees.

The results in Table I1 show that differences among the mean correct-
ed correlations of the three tenured subgroups are in the expected direction.
The mean corrected correlation for the subgroup with tenure of 9 years or
more is higher (+ = 0.208) than the mean corrected correlation for the sub-
group which has only 1-4 years of employment (# = —0.004). The results
concerning age are (uite the opposite from what is predicted by the side-bet
theory. The corrected correlation is stronger for younger employees (& =
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0.307) than for older employees (v = 0.208). Possible interpretations of these
resuits are presented in the discussion.

MODERATOR ANALYSIS

The moderator analysis was based on variables previously examined
or suggested in the literature on organizational commitment. One variable,
type of occupation, was suggested by Angle and Perry (1983) who also stat-
ed that some of the findings concerning commitment “...may be largely a
function of the type of employees who have typically participated in the
studies of satisfaction vis-3-vis commitment or related concepts” (pp.
129-130). This variable was also suggested and examined by Mowday et al.
(1982). Another variable, rank, was suggested as a moderator by Brunning
and Snyder (1983), Grusky (1966), and Sheldon (1971) who claimed that
managers were found to be more committed than non-managers because of
" their responsibilities and benefits.

Some findings in the literature indicate the potential of two structural
variables being moderators. Buchanan (1974) found higher levels of organiza-
tional commitment among managers in the private sector.than among those
in the public sector, thus indicating sector to be a moderator (see also Mann-
heim, 1984). Size of the organization is another moderator. According to
Hodson and Sullivan’s (1985) findings, levels of commitment among wor-
kers in small organizations are higher than in large organizations. Size of
organization was also suggested and used as a moderator by Mannheim (1984)
and by Stevens et al. {1978). In the present meta-analysis, another variable
determined to be a moderator is type of industry. This is based on Romzek’s
(1985a, b) studies of commitment among public service workers.

Besides the sample moderators mentioned, two methodological varia-
bles were also used as moderators in the present study. The importance of
type of measure of organizational commitment has already been discussed.
An additional moderator is the number of organizations studied. This is in
consideration of the notion that the samples based upon several organiza-
tions have more potential for producing a variety of findings than samples
based on one organization (Hunter et al., 1982).

We used ali the variables which were proposed as potential moderators
and treated them as moderators for the purpose of our analysis. However,
several additional points need to be emphasized in order to understand more
completely the moderator analysis.

1. In the moderator analysis, a moderating effect would be indicated
if the average correlation varies from subgroup to subgroup, and the cor-
rected variance average is lower in the subgroups than for the data set as
a whole (Hunter et al., 1982). Whenever one of the subgroup’s corrected mean
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was missing because of lack of data, the moderator analysis results were com-
pared to the total corrected mean.
! 2. To enable subgrouping, it was decided that the search for moder-
ators would take place only if there were a minimum of six samples in total.
-3. In a few cases, due to the subgroupings, correction for error of meas-
urement could not take place because there were no reports of the reliabili-
ties in one or both of the subgroups. In these cases, the observed variance
was corrected only for sampling error.

Moderator analysis was conducted for seven side-bet variables. Table
11Y summarizes the major results for the moderator analysis. The compleie
results are presented in Appendix B.

Table III shows the corrected weighted mean correlations for each sub-
group, the total observed variance for each side-bet variable, and the sub-
group’s average observed variances. Results indicate that all the potential
moderators have only weak moderating effects on age and tenure. Although
the corrected mean variances in the subgroups are lower than the total vari-
ances for most of the moderators concerning age, there are only small differ-
ences in the correlations between the subgroups. In the case of tenure, the
corrected variances in the subgroups for most potential moderators do not
average much lower than the total variance. The only variable that seems
to have some effect on both age and tenure is rank. There is a stronger rela-
tionship between age and commitment for employers who are not managers
than for managers. However, the relationship between tenure and commit-
ment is weaker for non-managers than for managers. Education is moderat-
ed mainly by type of occupation, type of industry, and rank; the negative
relationship between education and commitment is stronger for blue-collar
workers, non-managers, and public service workers. Pay is moderated mainly
by type of occupation; the relationship between pay and commitment is
stronger among white-collar workers than it is for the total sample and there
is also a reduction in the corrected variance in this subgroup in comparison
to this total. Gender was found to be moderated by type of occupation. There
is a negative relationship between commitment and gender for white-collar
workers suggesting a stronger relationship for males and a positive relation-
ship for females.

It is difficult to draw definite conclusions concerning moderator effects
for the side-bet variables of perceived job alternatives and level in the or-
ganization because of insufficient data.

Analysis concerning the effect of the methodological moderators, name-
ly, number of organizations studied and different measures of commitment,
did not show consistent results. Using the Porter et al. (1974) measure the
correlations with commitment are age, education, pay, and level in the or-
ganization. However, the corrected variances do not average much lower in
the subgroups than for the data set as a whole.

a
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' DISCUSSION

“The goal of research in any area is the production of an integrated
statement of the findings of the many pieces of research done in that area...”
(Hunter et al., 1982, p. 162). In the case of side-bet theory, the nced today
is not necessarily for additional empirical data, but for some means of mak-
ing sense out of the vast amounts of data that have been gathered. Meta-anal-
ysis procedure has been used in the present study to try to rectify the
contradicting findings and conclusions regarding Becker’s side-bet theory of
organizational commitment.

In general, our meta-analysis results do not support the side-bet the-

ory. The low mean corrected correlations for all of the 11 side-bet variables
and, for most of these variables, the large confidence intervals which include
zero indicate no meaningful relationships with organizational commitment.
Moreover, the results do not support the literature’s assumption that age and
tenure be considered as the best indicators of side-bets (Meyer & Allen, 1984;
Ritzer & Trice, 1969). Tenure has a low corrected correlation and a confi-
dence interval which includes zero. When tenure was controlled for three
career stages, the strongest correlation among the subgroups was in the latest
career stage, as expected according to the side-bet theory. However, the cor-
rected correlation in this subgroup (more than 9 years tenure) is still low (F
= (.208) and has a large confidence interval which includes zero. There-
fore, we cannot conclude of any meaningful relationship between fenure and
organizational commitment. Age has a somewhat stronger corrected corre-
lation in the main effect and its confidence interval does not include zero,
but when age was controtled for two career stages, the relationships with
commitment were stronger among younger employees than among older ones.
This finding supports the Meyer and Allen (1984) argument that younger
employees might have more commitment, because they are aware of the fact
that with less work experience, they often bave fewer job opportunities else-
where. As they get more experience, however, alternate employment oppor-
tunities may increase, thus decreasing the magnitude of one important cost
of leaving —that of having no job. This explanation, which is supported by
our resulis, is quite the opposite of Becker’s sidebet theory.

For four of the 11 side-bet variables examined in this meta-analysis (mar-
ital status, number of children, pumber of jobs in the organization, and skill
level), the specificity hypothesis was rejected, thus indicating generalizable
relationships with organizational commitment. However, the corrected mean
correlations of these variables are low and the relationships betwen each of
thern and commitment are not meaningful. For the other seven variables where
moderator analyses were conducted, results show, in general, that the corre-
lations between these variables and organizational commitment do not differ
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substantially in the subgroups. Moreover, the corrected correlations in the
subgroups are still low, thus indicating the limited effect of side-bet varia-
bles on organizational commitment.

1t is worth noting, however, that two moderators {type of occupation
and rank) have effects on the relationships between most of the side-bet vari-
ables and organizational commitment which are somewhat stronger than those
of the other moderators. This finding, although it has no effect on the over-
all results concerning Becker’s theory, does support the Shoeémaker et al.
(1977) statement that « g fruitful avenue for further research had best take
into account differences in the types and levels of employee studies...” (pp-
602-603).

A question can be raised concerning the usefulness of combining studies
using different measures of commitment. Controlling the measures of com-
mitment in our meta-analysis showed that there is no meaningful and con-
sistent difference between the results based on Porter et al.’s (1974) measure
and the results based on the other affective measures. Moreover, results based
only on the most common affective measure of Porter et al. donot contradict
the results based on combining all the affective measures: the magnitude of
the correlations between side-bet variables and organizational commitment
is still weak, and for most of the variables these correlations have large confi-
dence intervals which include zero.

The results of our meta-analysis contradict conclusions reached by
researchers using narrative methods (Griffin & Bateman, 1986; Morrow, 1983;
Mowday et ak., 1982; Reichers, 1985), most of whom tend to support the
side-bet theory. The likelihood of obtaining contradictory results from tradi-
tional vs. statistical procedures was examined by Cooper and Rosenthal
(1980), who have shown that reviewers who use parrative methods and review-
ers who use quantitative methods sometimes reach different conclusions. In
accordance with these findings, this meta-analysis supports the view that it
is useful to re-examine empirical studies by quantitative review methods even
though they have already been reviewed by traditional methods.

We suggest three possible conclusions, each of which has potential im-
polications for future research regarding the side-bet theory.

The first conclusion would be to accept one of the arguments of Meyer
and Allen (1984) which states that “the instrument used in tests of the side-
bet theory may not be measuring commitment as Becker conceptualized it”
(p.377). The implication of this conclusion is that “in order to test the valid-
ity of the side-bet theory, however, a commitment measurc must be used
that is congruent with Becker’s conceptualization” (Meyer & Allen, 1984, p.
377). Meyer and Allen had constructed a continuance ¢o itment scale which
they claimed measured more accurately what Becker had intended than did

the affective measures which other researchers had used for testing his the-
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ory. McGee and Ford (1987) re-examined the scales of Meyer and Allen and
concluded that one of the subscales of the continuance commitment meas-
ure “appears to more closely parallel the side-bet view of commitment, as
described originally by Becker” (p. 640). To agree with the Meyer and
Allen and McGee and Ford conclusions would be to agree that future research
needs to examine the side-bet theory using the same strategy as before, i.e.,
evaluating the relationships between side-bet indexes and organizational com-
mitment measure, but with a more appropriate “Becker-type” measure of con-
tinuance commitment.

A second possible conclusion would be to accept the other Meyer and
Allen (1984) argument that perhaps the strategy used to examine the side-
bet theory was inappropriate. “Using age and tenure as indexes seems less
appropriate than directly obtaining employees’ perceptions of the size and
importance of investments they have made. This type of strategy would be
consistent with Becker’s theory” (pp. 337-338). Along this line of thought,
one could go further and conclude that the strategy of examining Becker’s
theory based on the relationships between side-bet indexes and organizational
commitment measures was inappropriate no matter what measures of com-
mitment were used. It is not side-bet indexes such as age and tenure which
are meaningful but rather the “individuals’ perceptions regarding the num-
ber and the magnitude of the side bets that they made” (Meyer & Allen, 1984,
p. 378). Based on this argument, we are in need of a different strategy for
examining the theory. Meyer and Allen themselves suggested the works of
Farrell & Rusbult (1981) and Rusbult (1980) as containing a more appropri-
ate strategy for examining the side-bet theory in the future.

The practical implication of either of the above conclusions is that we
would need a new body of empirical research before we could reach any con-
clusions regarding the side-bet theory.

A third conclusion is to accept the argument of Ritzer and Trice (1969)
that the “...side-bet theory of commitment should be rejected” (p. 477). The
conclusion of Ritzer and Trice is supported by the results of the present meta-
analysis which arc based on a large body of empirical research examining
side-bet variables. To accept this conclusion means that attention should be
transferred from the side-bet variables to the psychological and situational
variables which have a strong potential for explaining the formation of or-
ganizational commitment (Mowday et al., 1982; Reichers, 1985). The organiza-
tional commitment literature contains evidence of the limited influence of
side-bet variables on other commitments in the work environment such as
union commitment (Fucami & Larson, 1984; Fullagar, 1986; Gordon, Phil-
pot, Burt, Thompson, & Spiller, 1980; Gordon, Beauvais, & Ladd, 1984),
job involvement (Saal, 1978; Sekaran & Mowday, 1981), and professional
commitment (Aranya & Jacobson, 1975; Vrendenburgh & Trinkaus, 1983).
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Such evidence, along with the findings of this meta-analysis, demonstrate
the limitations of the calculative approach. Such limitations have been ex-
emplified by difficulties with the side-bet theory in attempting to explain the
formation of commitment in the work environment.

Because the first two conclusions require a new body of empirical
research, only future studies will prove whether they are valid. Similarly, it
would only be new research which focuses on psychological and situational
variables or a meta-analysis review of the relationships between these varia-
bles and organizational commitment, which could prove whether it is cor-
rect to abandon the side-bet theory.
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