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Abstract

This article examines the construct of employee organizational commitment, focusing on two key aspects. First, it explores how learning-
friendly working conditions can help strengthen employee commitment to their employer. Second, building on this, the article analyses the
effects of this commitment on employee health. The results show that existing learning and development opportunities primarily address
emotional commitment components. These emotional commitment components, in turn, have a positive effect on health, while other types

of commitment may be associated with higher health risks.

Introduction

In recent years, increasing mental and physical stress in
the workplace has led to a greater willingness to change
jobs among employees in western industrialized nations.
According to current data from the Gallup Institute, taking
Germany as an example, only 9% of employees still felt a
strong emotional attachment to their employer in 2024. This
represents the first time that the figure has fallen into single
digits [1]. A lack of attachment can be detrimental to both sides
- employees and companies — as unattached employees often
experience higher levels of stress, are absent more often and
are considered less productive [2]. Conversely, certain forms

of attachment could be beneficial for both, organizations and
employees, creating a win-win situation.

Companies can take various measures to promote employee
retention. This article therefore focuses on the concept of
employee loyalty to an organization, as illustrated in Figure
1. The article is based on the hypothesis that factors in the
workplace that promote learning have an influence on
employee loyalty, whereby a high level of loyalty in turn
influences employee health.

Based on this hypothesis, this article examines two key
questions (see Figure 1). First, it aims to demonstrate
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Figure 1. Structure and basic argumentation of the article (own representation).
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empirically the extent to which workplace conditions that are
considered conducive to learning have the potential to create
a sense of loyalty among employees (1). Second, it analyses
the extent to which employee loyalty can have an impact on
the health of employees (2).

Theoretical Assumptions

In order to fully understand this article, a basic understanding
of the underlying assumptions about commitment and
development opportunities are presented in Chapter 2.

Determination of organizational commitment

Viewed from a meta-level, commitment is a multi-layered
construct that can be divided into different directions and
dimensions [3]. The figure below (see Figure 2) attempts to
systematically organize and structure the field of commitment
for the purposes of this article. It follows a commitment model
developed by Meyer and Allen [4].

The different directions of commitment shown in Figure 2
address a central question when dealing with the construct
of commitment: Which objects can people choose as points
of commitment in the work environment? As can be seen
from the figure, this commitment can be to a specific form
of employment, an individual's career, a manager, a work
team or the organization as a whole [5]. This article focuses
on employees' commitment to their employer, with the term
"organizational commitment" (OC) being used synonymously
with "employee retention" OC is described here as a
perceived, long-term relationship between the individual
and the organization that affects the entire workforce and is
metaphorically represented as an invisible bond between the
two parties [6].

Each of the described types of commitment encompasses
different dimensions (see Figure 2):

* Affective OC refers to the intense emotional connection

employees feel to their organization. A strong affective
bond means that the organization is very important
to them and that they feel like they are part of a family
and want to belong to it in the long term [2]. This form
of attachment results from positive experiences, the
fulfilment of expectations, stable social relationships in
the workplace and satisfaction with working conditions
[5,6].

e Calculative or continuity-related OC is based on
commitment to an organization in order to avoid the costs
associated with changing jobs. This form of commitment
arises from the threat of losing long-standing positions or
social relationships at work as a result of a possible change
[2]. Employees with strong calculative OC carefully weigh
up whether the disadvantages of a change outweigh the
advantages [2].

¢ Normative OC arises when employees remain with the
company for moral reasons [2]. It is based on ethical
obligations and on the organization’s investment in its
employees, such as financial support for further training.
Such measures can promote a feeling of having to give
something back to the company. Employees with strong
normative OC are critical of change because it would
contradict their ethical standards, even though their
emotional and calculative commitment may be weak [6].

Aspects of work that promote
development

learning and

Various conditions in the workplace and in the organizational
context are closely related to the promotion of OC. Examples
include salary, working conditions, and corporate culture. In
the study to be presented, the development and learning
opportunities in the workplace were used to illustrate another
of many conditions that potentially promote commitmentand
were examined in more detail in relation to their relationship
with OC.

Directions

form of employment Career Manager

Team / Working Group Occupation / Activity

Organization

Figure 2. Directions and dimensions of commitment in the context of work (own representation).
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First, it was necessary to clarify what exactly is meant by the
term "learning and development opportunities”. Development
opportunities are defined here as all prospects that help
employees to promote their personal and professional
progress. In the context of personnel development measures,
such individual opportunities can be provided through
further training or conditions in the workplace that promote
learning and development. The basic idea behind the
following remarks is that organizations can use their division
of labor structure to create a wide range of opportunities
for employees to learn and develop in the course of their
work. A job in product development, for example, usually
offers numerous opportunities for continuous learning and
personal development through the constant mastering of
new challenges. In contrast, a job characterized by daily
routine and repetitive tasks has significantly less potential
for learning and development processes. Figure 3 attempts
to systematize the aspects of work that promote learning and
development, which are explained in the rest of the article
and linked to organizational commitment (OC).

Formal learning environments (see Figure 3) are usually
characterized by systematic structures, planned arrangements
and defined learning objectives that are organized according
to specific teaching and learning principles. A classic example
of a formal learning setting is participation in continuing
education. In contrast, informal learning environments are
often not systematically organized. Here, learning processes
often take place spontaneously, for example in the workplace
through experience and learning from mistakes [7]. Based
on these considerations, two settings are presented below
that can be classified as informal learning environments and
in which employers can specifically create conditions for
learning and development: learning within the organizational
structure of a company and context-related learning in the
workplace (see Figure 3).

(1) The setting of learning via the structure of the organization
describes competence-promoting characteristics of a

company organization, the presence of which is considered
conducive to learning and development (see Figure 3, left-
hand side, bottom). These are as follows:

e Participatory working methods are considered to be
more conducive to learning than those without employee
involvement [8]. In highly standardized environments,
opportunities for employee involvement are often
limited. Employees who participate in decision-making
processes engage intensively with the issues at hand,
thereby promoting their personal development and
sense of participation.

e The aspect of recognition of independence and
social climate emphasizes that positive interpersonal
relationships and valued personal responsibility can
promote learning and development processes [9]. Studies
show that activities with limited scope for action hardly
promote cognitive development, while independent
action correlates positively with intrinsic motivation.

¢ The dimension of temporal conditions of work refers
to temporal freedom with regard to break and working
time regulations [9]. In order to promote learning and
development processes, it is crucial to have sufficient
time resources to enable exchange with colleagues.
Time pressure and stress are often associated with
psychosomatic illnesses and have a negative effect on
learning [10].

¢ The dimension of development opportunities addresses
the extent to which employees can experience personal
development through their work [9]. Employees who
have access to desired training, for example, undergo
learning and development processes more frequently
than those who receive fewer training opportunities and
show less interest in them.

(2) The aim of the second approach, learning through the
context of work, is to describe the characteristics of a specific

Formal learning environments

Learning about the structure of the organization

* Participation

* Development opportunities

* Recognition of self-employment and social climate
* Temporal conditions of work

Learning and development-promoting aspects of work

Figure 3. Aspects of work that promote learning and development (own representation).

Informal learning environments

Learning through the context of work

* Scope of activity
* Variety of requirements
* Transparency and feedback
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work task that are relevant for learning based on the subjective
perception of the job holder [11].

e Theaspectof scope of activity and completeness describes
how much influence an employee has on the pace of work,
the sequence of tasks and the selection of new tasks. A
large scope of activity means that employees can plan,
organize and control their work largely independently,
thereby gaining valuable learning experiences [9].

e The construct of job variety describes the extent to which
different skills are required to perform the work [12]. A
high degree of job variety implies that employees have
diverse skills and changing tasks, which has a positive
effect on their sense of self-worth and competence [13].

e The dimension of transparency and feedback refers to
employees' perception of the clarity of work processes
and the feedback they receive on the quality of their work
[12]. Transparency means that employees understand the
work processes and have sufficient information at their
disposal.

The Influence of Aspects of Work That Promote
Learning and Development on Employee
Retention

In order to answer the first key question addressed in this
article,empirical results are presented and analyzed below that
examine the relationship between the previously discussed
concepts of employee retention and the aspects of work that
promote learning and development. The underlying study
was conducted as part of a research project and published in
2018 [3,6].

Study

The aim of the study was to find evidence of the extent
to which there are links between the three dimensions of
employee engagement and the work-related aspects that
promote learning and development. Employees from various
industries who were employed by an organization at the time

of the survey were interviewed. The data was collected using
a cross-sectional design. To this end, all aspects discussed
in Chapter 2 relating to the promotion of learning and
development as well as organizational commitment were
captured using appropriate latent constructs. This can be
illustrated using the example of the construct ‘participatory
forms of work’ Four items were used to determine whether
employees are consulted when changes are made in the
organization, whether they are involved in decisions, whether
they can participate in setting goals, and whether managers
take new ideas from employees into account. The employees
surveyed had the opportunity to respond on a scale of 1 to 5,
with responses ranging from “does not apply”to “fully applies”.
Inferential statistical methods were used to examine the
aspects conducive to learning and development for possible
correlations with the three dimensions of OC that were also
recorded. Figure 4 illustrates the fundamental research
interest and the results of the study.

Results and discussion

The study sample comprised a total of 507 individuals. The
gender distribution within the group was approximately
equal. Of the individuals surveyed, 76.6% were in permanent
employment, while the remainder were employed on a
fixed-term basis. Approximately 80% of the participants
were employed full-time. More than half of the respondents
(52.6%) worked in companies with more than 250 employees,
while the rest worked in smaller organizations. The study was
conducted with the aim of providing a cross-industry and
cross-organizational perspective. Approximately 26.6% of
participants worked in industry or manufacturing, while the
remaining 73.4% were assigned to the service sector.

The results of this study show that affective OC correlates
strongly with, in particular, co-determination (r = .519),
autonomy and the social climate (r = 0.548), and employee
development opportunities (r = 0.539) (see Figure 4). Other
aspects considered conducive to learning and development,
such as time flexibility, job demands and scope of activity, also
show significant correlations with emotional attachment.

Learning and development-promoting
aspects of work

Affective OC
Scope of activity r=0.310
Required salary r=0.376
Participation r=0.519
Temporal conditions of work r=0.329
Self-employment / social climate r=0.548
Development opportunities r=0.539

Legend: nc= not confirmed / no significant results

Employee retention / Organizational commitment (OC)

Figure 4. Correlations between aspects of work that promote learning and development and employee retention (unpublished data).

Calculation-based OC Normative OC

nc r=0.181
r=,169 r=0.243
r=0.127 r=0.324
r=0.089 r=0.157
r=0.157 r=0.268
r=0.268 r=0.277
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Analysis of the results with regard to calculative OC shows
that development opportunities in particular have a higher
positive correlation compared to the other aspects surveyed.
Employees who have access to comprehensive development
opportunities and want to actively use them tend to develop a
stronger calculative attachment to their company (see Figure
4).

Furthermore, the results of the study with regard to
normative OC indicate that the connections are not as strong
as with affective OC, but stronger than with calculative OC.
Normative attachment is often explained by an organization’s
investment in its employees, such as providing expensive
training. If an employee feels the need to give something
back to the company, this suggests ethical and moral values.
Such an employee might decide against changing jobs for
moral (normative) reasons, even if attractive alternatives are
available. In contrast, employees with a purely calculative
attachment might leave for a more tempting offer despite
substantial investments by the company.

Looking at the results as a whole, it can be concluded for the
three types of OC that the affective attachment component
offers the greatest advantage for employees and companies.
Learning and development opportunities can promote
this emotional attachment, leading to higher satisfaction
and greater commitment among employees. Employees
with a higher calculative commitment are also attracted by
such opportunities, but to a lesser extent, and may leave
the company if a better offer comes along. Normatively
committed employees, on the other hand, remain loyal even
when faced with tempting alternatives due to their ethical
and moral convictions. The results of this study suggest
that organizations that provide learning and development
opportunities, promote a positive social climate and integrate
participatory elements into everyday work increase their
chances of strengthening employee commitment - especially
in terms of affective commitment. The central message of the
study could be summarized as follows: "Aspects of work that
promote learning and development have the potential to
retain employees.

It should be noted at this point that the present study has
limitations. For example, its significance is limited by the
fact that the survey was conducted using a cross-sectional
design and therefore cannot reflect any developments. In
addition, the question arises as to whether the construct used
to measure commitment is sufficient as the sole measure
for assessing employee commitment or whether a more
comprehensive approach is required. In addition to the
dimension of organizational commitment, other types of
commitment, such as commitment to the profession or to
one's own manager, could also have been taken into account.
Despite these limitations and certainly other restrictions, the

study appears to be meaningful in relation to the question
posed.

Employee Retention and Health

In order to cover the entire range of topics addressed in
this article, | would like to briefly summarize the arguments
presented so far: Based on the theoretical explanations and the
study presented, it has become clear that various framework
conditions in organizations and in the workplace can
significantly influence the construct of employee engagement
with its three dimensions. Affective OC in particular seems to
be addressed by the learning and development opportunities
provided. We have thus developed an initial idea of what
constitutes OC and how it can be promoted. Building on this,
the second key question of the article now examines the
relationship between OC and employee health. The study
presented in Chapter 3 does not provide any specific findings
on this, but the findings from current research on this topic are
relatively clear.

The following chapter is therefore not based on the author's
own research, as was the case with the study presented above,
but rather provides a concise summary of the current state of
research on the topic. First, general findings on the topic of
employee stress as an element that is not conducive to good
health are presented. Subsequently, the three dimensions of
OC are examined separately in terms of their relationship to
employee health.

General findings on perceived employee stress

A study by the Techniker Krankenkasse health insurance
company shows that 70% of organizations perceive the
psychological stress of their employees as a growing
problem. In addition, 42% of employees report that they feel
exhausted [14]. Another study by the AOK health insurance
company shows that the number of mental illnesses and
the associated absenteeism days have risen by 47 per cent
since 2014 [15]. These and other findings suggest that
employees are increasingly exposed to stress, which has
risen significantly in recent years. The increasing rise in stress
perceived by employees also poses a considerable challenge
for organizations [16].

But why exactly do employees perceive their situation at
work as increasingly stressful? Various factors can contribute
to this development. These include, among other things,
an increase in communication, flexible working hours and
multiple stresses due to the simultaneous handling of many
tasks [17,18]. Technologies such as mobile phones mean that it
is possible or even expected to be constantly available. This can
significantly limit opportunities for relaxation and necessary
boundaries [19]. Increasing self-management and personal
responsibility can also lead to stressful expectations [20].
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Stress can have a variety of effects. These range from short-
term or medium-term stress symptoms, such as tension, anger
or irritability, to chronic, long-term physical and mental health
problems [21]. When dealing with these stresses, each person
hasindividual resources and strategies at their disposal. Among
other things, professional experience and the extent of social
support from colleagues and managers play an important
role [22]. The question arises as to whether, in addition to the
resources described above, the construct of employee loyalty
also has an influence on how individuals deal with the stresses
described. Specifically, we can ask whether employees who
perceive increasing stress react differently to these situations
based on their individual commitment to the organization,
and whether the nature of this individual commitment has
long-term effects on employee health. This brings us to the
second key question of the article.

A differentiated view of health and organizational
commitment

It can be noted in advance that the three dimensions of OC
have different influences on employee health. Therefore, the
individual dimensions of OC will be analyzed separately in the
following argumentation.

Numerous studies show that affective OC, i.e. emotional
attachment to the employer, correlates negatively with the
experience of stress. For example, a meta-study by Meyer et al.
found a negative correlation between stress experience and
affective OCwith r=-0.21[23]. This means that employees who
perceive a strong affective attachment to their organization
find their everyday work less stressful than their colleagues
with a less pronounced emotional attachment. Another
study by Horstmann and Remdisch shows similar findings.
They conducted a study with nursing staff that included 861
participants. The results showed a negative correlation (r =
-0.34) between affective OC and health impairments among
the respondents [24]. Another survey of tax officials showed
similar trends. In this study, Schmidt found a strong negative
correlation between affective OC and health impairments,
with a correlation coefficient of r = -0.40 [25]. Constructs
such as employee resilience, on the other hand, appear to be
positively associated with affective OC [26]. Taken together,
the findings suggest that people who perceive a high level of
affective OC experience less stress, are more resilient and are
less likely to suffer from health impairments.

The results of various studies on the relationship between
calculative OC and health appear less favorable. For example,
Meyer found a positive correlation between calculative OCand
stress experience, with a correlation coefficient of r = 0.14 [23].
This means that employees who perceive a strong calculative
commitment to their organization are less able to buffer stress
in their everyday working lives compared to colleagues who
are less strongly calculatively committed. These and other
findings suggest that calculative commitment, which can

be characterized by a restriction of life plans and general
opportunities for action, tends to be associated with certain
health risks. The feeling of being bound against one's will
reduces the likelihood that negative conditions in the
workplace can be compensated for and could itself act as an
additional stress factor [23]. In this context, Fischer coined the
term "escalating commitment" as early as 1989 [27].

The connections to normative OC appear to have been
researched less extensively, but nevertheless provide clear
indications. A meta-analysis of 19 individual studies with
over 5,000 participants concluded that normative OC is less
effective at cushioning stress than affective OC. Compared to
calculative OC, normative OC appears to have a similar effect,
but may be slightly more beneficial to health. This study
described a correlation between normative OC and stress
experience of r = 0.05 [28].

Overall, the three dimensions of OC present a nuanced
picture. Felfe aptly summarizes this in his book "Employee
Retention" by raising the question of whether organizational
commitment can be considered a resource or a risk factor
[5]. Let us try to summarize the findings: Affective OC tends
to be beneficial to health, as it can effectively cushion stress.
In contrast, calculative OC does little to reduce the stresses of
everyday working life, which makes it more risky. Normative
OC could lead employees to ignore health risks due to
excessive perceived obligations. Overall, affective OC can
be seen as beneficial to health and thus as a resource, while
calculative and normative OC seem to be more associated
with health risks.

Conclusion

The article followed the hypothesis that factors in the
workplace that promote learning have an influence on
employee retention, whereby high retention in turn influences
employee health. This assumption was examined on the basis
of two key questions. The first key question examined the
extent to which providing working conditions that promote
learning and development can foster employee loyalty (1).
Building on this, the article analyzed the effects that different
dimensions of loyalty can have on employee health (2).
The main argument underlying the answers to the two key
questions in the article, which is supported by the empirical
data presented and the current state of research, is as follows:

With regard to key question 1, the author's own research
presented in the article showed that employees who perceive
their learning and development conditions at work as
conducive develop a stronger commitment to their employer,
especially on an emotional level. The research results show
that opportunities for participation, a positive social climate
and the general provision of learning and development
opportunities in particular have an emotionally binding effect.
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The answer to key question 2, to what extent employee
commitment affects the health of employees, shows, based
on a compilation of various study results, that different types
of commitment can have different health consequences.
Affective OC generally promotes health, as it helps to
reduce stress, among other things. In contrast, calculative
commitment is associated with higher health risks, as it is
less effective at cushioning stress, for example. Normative
commitment could also pose risks if a strong sense of duty
suppresses health needs.

The article has shown that working conditions that promote
learning and development can strengthen employees'
emotional attachment in particular. It was also demonstrated
that affective OC is beneficial to health. Calculative and
normative OC, on the other hand, tend to pose health risks.

Due to the limitation to the construct of organizational
commitment and a single determining factor (learning and
development opportunities), future research could attempt
to broaden the field of OC and examine additional factors
of organizational commitment as well as other types of
commitment (e.g. professional, to managers) in relation
to their impact on employee health. Organizations could
develop programs to sensitize managers to how they can
specifically promote the affective OC of their employees. This
could help to create a supportive working environment that
not only strengthens employee loyalty but also improves their
health and well-being in the long term.
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