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ABSTRACT: Professional commitment (PC) refers to attachments that individuals form
to their profession and has been linked to outcomes such as improved job satisfaction
and reduced likelihood of leaving the profession (Harrell et al. 1986; Meixner and Bline
1989). Recent arguments in the organizational behavior literature have emphasized the
importance of developing a more complete understanding of PC (lrving et al. 1997:
Meyer and Allen 1997). Research has demonstrated empirically the existence of mul-
| tiple dimensions of PC and found that they relate differently to important affective and
behavioral outcomes (Meyer et al. 1993; Irving et al. 1997). Despite these develop-
ments, no published studies have examined the existence and/or effects of multiple
dimensions of accountants’ PC. This paper reviews the literature to identify important
antecedents and outcomes of accountants’ PC. Opportunities for future research that
incorporate a multidimensional view of accountants’ PC are presented.

INTRODUCTION

he concept of professional’ commitment (PC) has been of interest to accounting researchers

and practitioners for over 20 years (Aranya, Pollock. and Amernic 1981). PC refers 1o the
| attachments that individuals form to their profession and has been linked to important out-
| comes such as improved work performance (Lee et al. 2000). reduced turnover intentions, and
| greater satistaction at both the organizational and professional levels (Harrell et al. 1986: Meixner and
‘ Bline 1989 Blinc ctal. 1991; Bline et al. 1992). Rescarch in the organizational behavior literature has
| emphasized the importance of developing a more complete understanding of individuals™ PC (Irving et
| al. 1997; Meyer and Allen 1997). In particular. researchers have argued. and demonstrated empirically,
‘ that PC consists of three dimensions. with cach dimension developing in different ways and leading to
! different outcomes (Irving et al. 1997; Meyer et al. 1993; Meyer and Allen 1997: Lee et al. 2000).
| - S

| We thank the two anonymous reviewers and the editor for their helpful comments and suggestions.

" The term professional is used in this paper, rather than occupational or carcer, as accounting is generally regarded as a

| profession. However, it has been argued that this coneept is conceptually no different from being committed to one’s
| oceupation, whether a profession or not (Meyer et al. 1993, 539 540; Lee et al. 2000, 800,

8Y

Reproduced with permission of the copyright:-owner. Further reproduction prohibited without permissionyyyy



9 e Sesc e and Langficld-Smith

Fhese are atfective PC (individuals want to sty thair protession). contimcance PC (individuals
feel they have to stay in their profession). and normative PC (ndividuads feel they ought to stay in
their profession).

Despite these developments. studies of accountants” PO continue teooxam ne only aflective PO,
As multiple dimensions of PC have been found to exist across other oceuparions and professions

|
|
(Mever etal, 19932 Trving et al. 1997)0 1t can be argued that focusing ononlv one dimension of PC
provides only a partial deseription of accountants” PCLHomay also fead 1o an ncomplete understand-
ing of the antecedents and consequences of PCwhich mav ditter tor cach cnaension (Mever et al.
1993 Irving et al. 1997). Characteristics of the accounting profession. such as high levels of techni-
cal knowledge and training and signiticant financial rew ards. may impacton 4 ¢ relative importance
of cach dimension of accountants™ PC in explaming outconmes such as turnos e and job satistaction.
Iheretore. there are strong motivations for examining the difterent dimensins ol PCL how they
develop, and how they atfect accountants” professional and organizational o it omes. Such research
can lead to a greater understanding of how the accountng protession and oganizations may intlu-
ence accountants” PC as a way to improve work performance and job satisfact onand to reduce the
Now of accountants out of the profession.

The purpose ot this paper s to review empivical rescarch that has tocuse L on accountants™ PC
and to explore future research opportunities related to muliple dimensions of accountants™ PCLThe
paper is oreanized in four main scctions. The first secuon examines the concept of commitment and
the development of the PC construct. The second secttor deseribes o three component model of

commutment. The third section reviews the hiterature on accountants” P

€ fecasing on antecedents.
correlates. and outcomes of PC. The fourth section draws on the hiterature rov ew to highlight arcas

for future rescarch. and conclusions are presented mthe final sectuon,

THE CONCEPT OF PROFESSTIONAL COMMIEINENT

The construct of PC developed from the more established construct oty zanizational commit-
ment (OC) PC relers to the relative strength of an mdividual’s identitication vith, and involvement
. a profession and includes the belief and aceeptance ot the goals and valws of the profession. a
willingness to exert effort on its behalfs and o destire to maintain membesaip i the profession
(Aranvaand Ferris TOS4). Interest i PC deyeloped as rescarchers and proctirioners began exploring
the positive impact of having emplovees who are highlv committed to thar profession.

Leectal. (2000) identify tour reasons forunderstanding PO Eirstoa person’™s career represents a
major focus m hite. Second. because PC attects retention. ithas important o plications for human
resource management. Third. because professional expertise deselops irom work experience. work
performance mav be hinked to PCThis may be partieular]y relevant for acconrtants whose expertise
develops trom extensive experience and contimung education. Finally. turther study of PC may lead
o an understanding of how individuals develop and imtegrate maluple con miments inside and
outside the workplace.

MULTIPLE DIMENSIONS OF PROFESSTONAL COMMIETMENT
The Three-Component Model of Professional Commitment
Commitment to an entity. such as a professions 1 generally coneeptualized as a three-
dimensional construet consisting of affective. continuance. and normative commitment. Affective
commitment relates to the extent to which individuals “want to sty 7w the tecal entity (Meyer and
Allen 1997 Atfective commitment coneerns emotional attaichments thatind-y duals develop toward
the focal entity and can result from positive or negative exchanges and exocriences. Continuance

commitment relates to the extent to which individuals “have to sty 7 wath the tecal entity (Mever and

See Ketchand and Straseser £ 20011 Tor g revies of the OC Tieratare
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Allen 1997). Continuance commitment is based on Becker's (1960) theory of side bets. which argues
that individuals will remain committed due to an accumulation of investments associated with the
focal entity. or a lack of comparable alternatives. Normative commitment relates to the extent to
which mdividuals believe they “ought to stay™ with the focal entity (Mever and Allen 1997}, This
may arise through socialization experiences that emphasize the appropriateness of remaming with
the entity or through the receipt of benelits that the individual feels should be reciprocated (Mever
and Allen 1997).

Mever et al. (1993) argued that examining multiple dimensions of PC might provide a more
complete understanding ot an individual s commitment to their protession. Although all three dimen-
sions may influence the likelihood of an individual remaining in the profession. cach dimension off
PC may develop differently. Aflective professional commitment (APCY is based onidentification
with the profession’s goals and a willingness to assist the profession in achieving those goals. A
person with high APC will more strongly identity with. and experience more positive feelings about.
their profession compared to a person with low APC (Lee et al. 2000). APC may develop through
positive professional experiences or the development of professional skills. Continuance profes-
sional commitment (CPC) feads o individuals staying in the profession because of the high costs of
leaving. CPC may develop as individuals acquire imvestments in the accounting profession that
would be lost upon leaving. including technical accounting expertise. high status. and rewards. Poor
labor market conditions. the development of nontransterable skills. and the costs of retraining may
Jimit comparable alternatives. and thus inerease CPC. Normative professional commitment (NPC)
Jeads to individuals remaining in the profession due to a sense of obligation. NPC may artse as
result of experiencing significant benelits from working in the profession. or pressure from col-
leagues or family that emphasizes the importance of remaining in the protession.

Mever etal. (1993 argue that cach dimension of PC may have ditferent implications for the extent
ofan individual’s involvement in a profession. Individuals with high APC and high NPC may be more
likely 1o be involved in activities within the profession and to keep up o date with professional
developments, over and above meeting the minimum requirement for maintaining membership. How-
ever. individuals with high CPC are less likely to engage such extra-role behavior.?

Empirical rescarch supports the existence of affective, continuance. and normatis e PC. Meyer el
al. (1993) studied nurses to determine the discriminant validity of cach dimension of PC and demon-
strated that the three dimensions correlated differently with various antecedents and outcomes. For
example, both APC and NPC were positively correlated with job satisfaction. However. CPC was
negatively correlated. A sense of obligation to others was positively correlated with NPC and CPC
but not with APC. Irving et al. (1997) provided support tor multiple dimensions of PC in other
occupations. including executives, air tratlic controllers, technical operators. radio operators. and
clerical staft* Again. the dimensions of PC correlated differently with antecedents and outcomes.
For example. APC and NPC were positively correlated with job satistaction. However. CPC was not
related. In addition, only CPC was correlated with organizational turnover intentions. As such. these
studies provide support for the validity of the three-component model of protessional commitment.

Extending the Three-Component Model of Professional Commitment to the Accounting Profession
Findings from previous rescarch concerning the relationship between cach dimension of PC and
important outcome variables have sometimes conflicted. For example. Mever et al. (1993) reported
negative associations between cach dimension of PC and professional turnover intentions among
nurses. However. in Irving et al. (1997) only CPC was negatively associated with professional

Accountants are required 1o keep up to date with professional standards as part of mandatory continuing professional
cducation requirements. Higher levels of PC may result in more ~active™ involvement and contributions o such activities

* As noted in footote 1. the commitment literature oceupation and career have been equated to protession.
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turnover intentions for their sample of exccutives. air traftic controllers. technical operators. radio
operators, and clerical stalt. In addition, Meyer ctal. (1993) reported a negative association between
CPC and job satistaction. However, no signiticant relationship was tound by Irving et al. (1997).
These results suggest that the relationship between cach dimension of PC and important outcome
variables ditfers across occupations and professions.”

The unique features of the accounting professton, such as the “up-or-out” promotional structure
of public accounting firms. highly valued and marketable accounting skills. high technical skills
requirements. low levels of non-salary benefits compared to salaried benetits. and high client service
orientations may prevent the generalization of results from other oceupations to accountants { Ketchand
and Strawser 1998 Jackofsky et al. 1986).

Despite some interest in considering multiple dimensions of PC. studics of accountants have
only examined APC and its relationship with other variables. such as job satistaction and turnover
intentions. The following section presents a review of this Iiterature.

REVIEW OF RESEARCH INTO ACCOUNTANTS APC
Figure I summarizes the antecedents. correlates, and outcomes of accountants” APC that have
been studied in prior research. Antecedents have focused on both personal and organizational char-
acteristics that may influence the development of APC. However. most ot the iterature on accoun-
tants” PC has focused on the correlates and outcomes of APC. Correlates include attective OC. job
satisfaction. and professional satisfaction. Major outcome variables are organ zational and profes-
sional turnover behavior. A summary of these accounting studies 1s provided in Table 1.

FIGURE 1
Model of Antecedents, Correlates, and Outcomes of Accountants’ Affective Professional Commitment
Outcomes

Antecedents Professional Commitment

ve Affective professional Turnover intentions:
Job Level N Ve | e S das
commitment (APC) Organization turnover

L intentions
Personal characteristics:

Personality type
Ethical orientation

Professional turnover

intentions

Organizational
characteristics:
Work environment (public

Organizational-professional
conflict (OPC)

Ethical attitudes and
I decision making:

accounting, private industry, Correlates

government)

Situational factors:
Satisfaction with rewards
Professional membership

Affective organizational

commitment (AOC)
Job satisfaction
Professional satisfaction

5

Different sample sizes and statistical issues may also explam contlictins results
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Antecedents of APC
Antecedents are factors or characteristios that influence the development oft APC. APC
expected to develop during the soctalization processes that take place when cne crmng the pmtu\mn

where emphasis is placed on understanding professional values and require nents (Aranya et al.
1982 Jettrey and Weatherholt 1996),

Prior research supports that expectation that senior accountants will ha. . higher APC as they
will have experienced more socialization processes. compared to more junier accountants (Aranya
and Ferris 1984 JelTrey and Weatherholt 1996). Adler and Aranva (1984 examined differences in
APC across career stage.” and found that /\P(' mereased thur notsignificant!y v as accountants mow ed
Lo progressively fater stages in their careers.,

\
|
Job Level
Personal Characteristics

Aranya. Barak. and Amernic (198 1) exanmined the relationship betw cen ace untants’ personality
tvpeand APC. Using Holland™s (1973) classification of personality tvpesthey found that enterpris-
mg and conventional types were positively correlated with APC realistie. im etigative. and artistic
types were negatively correlated with APC. and social tvpes were negeatinely correlated with APC.
Aranya and Wheeler (1986) found that the correlations botw een scores for personality types and
APC generally supported those found by Aranvae Barak. and Amere (8N In addition. the
relationship between personality tvpe and APC diitered across work sethings,

The relationship between accountants” ethical orientation and APC has also been examined.
Shaub et al. (1993) examined the relationship between the idealism and =elotivism of an auditor’s
cthical orientation and APC. Idealism refers to the extent to w hich indin duals Feliove that desirable
consequences can eventuate without violating moral guideiines (Forsvih 19860y, Tdealists are more
willing to maintain professional idealistic standards. which may bereflected i higher levels of APC
Relativismrejects the use of absolute moral rules 1o cuide behavior and recog zes multiple wavs of
lookmg at cthies (Forsyth 1980). Relativists reject absolute moral principles vhichs i an accoun-
tants” work environment. may be similar to protessional standards and eurdelines. which may lead to
lower APC. Results of Shaub ctal, (1993) support these arg ments and demoastrate how individual
charactenistics, such as ethical orientation. hay ¢ important consequences tor accountants” APC,

Organizational Characteristics

Another strong Tocus has been o study how characteristios of dilterent yoes of organizations
mmpact on accountants” PC. Aranva et al (1982) arcued that accountants workino in public account-
g firms may pereeive there are greater professional rew ards and apportunities “available to satisfy
theirwork goals compared 1o accountants not working in public aecoun tng tirms. They mav also
experience stronger socialization processes due to the dominance of the profession m their tirms and
increased opportunitics to interact with other members of their protession Emp rical results support
these arcuments. Aranya etal. (1982) and Aranya and Ferris (1984) found that the APC of partners
and employees i public accounting firms was higher than that ot accormtans in industry/govern-
mental organizations. Bline et al. (1992) report similar results. Howes e, mere recent research by
Jettrey and Weatherholt (1996) found no signiticant ditfererces in the A\PC of accountants working
m ditferent work environments. This may suggest that the distinetion betw een . blic accounting and
private industry may be becoming less important. \ difficulty i iterpreting the results of this

Fhe carcer stages swere establishment, ads ancement. mamtenance. and precretienient
Fhe series of papers by Aranva and colleagues dravs on two data sete: 1006 pubite Charesed acountants in Canada and
NSTOCPAS i Calitornia, Thus, caution should be exercised v hen aasess ne findings from these sapers.
T The four work settings were sole practitioners and partiers i sl 1irns, partners o aree s emplovees in public
accounting firms. and employees in mdustny and covernneert.
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research is that. with the exception of Bline et al. (1992). who drew on theories ol autonomy and
burcaucratization (Scott 1965: Hall 1968), little theory has been advanced to explain why accoun-
tants may develop difterent levels of APC in ditterent work environments.

Situational Factors

Other studies have examined situational tactors that may influence accountants” APC. Aranva.
Pollock. and Amernic (1981) argued that accountants who have greater satistaction with rewards
have higher levels of APC.and found a positive relationship between satisfaction with income” and
APC. Further analysis by job level revealed that this relationship was only significant for partners. H

The relationship between professional membership within subgroups of the accounting profes-
sion and APC has also been examined. Harrell et al. (1986) reported a positive relation between
membership of the internal audit profession and APC. However, Bline ctal. (1992) found that being
CPA-certified had a negative impact on accountants” APC. A possible explanation is that CPA
certification may be positively related to CPC rather than APC. as CPA certification and associated
training represents an investment that would be lost upon feaving the profession.

Correlates with APC
Affective Organizational Commitment

The most studied relationship in the literature examining accountants” APC is between APC and
affective organizational commitment (AOC). Early rescarch argued for a negative relationship be-
tween APC and AOC, as the values of the organization and the profession inevitably conflict (Lee et
al. 2000). so employees could be committed to their organization or to their profession. but not to
both (Meyer and Allen 1997). However. empirical research on accountants” APC has not always
supported this conlflict. Ten studics listed in Table 1 provide support for a posirive relationship
between APC and AOC (see. for example Aranya. Barak. and Amernic 1981 Harrell et al. T9R6:
Meixner and Bline 1989). Aranya. Pollock, and Amernic (1981) found that the refationship between
APC and AOC was invariant across different job levels and Aranya and Ferris (1984) tound a
positive relationship between APC and AOC tor accountants in public accounting firms. Overall. the
results support the view thatAPC and AOC among accountants are positively related. rather than
in conflict.

Job Satisfaction

The relationship between accountants” APC and job satisfaction has also been a focus of empiri-
cal rescarch. It is generally argued that accountants with high levels of APC will also be more
satisfied with their jobs (Poznanski and Bline 1997: Gregson 1992). Eight studies reported in Table 1
support a positive relationship between APC and job satisfaction. Aranya et al. (1982) showed that
the relationship between APC and job satisfaction ditfered across job levels. with a significant
positive relationship tound only for partners. These results generally are consistent with the argu-
ment that accountants who are more committed (o the profession are also likely o experience higher
levels of job satisfaction.

Professional Satisfaction

Finally. the relationship between accountants” APC and professional satisfaction has heen ex-
plored. Meixner and Bline (1989) argued that accountants must be satisticd with their profession
before they can become committed to the goals and objectives of the profession thave high APC).
Other empirical studies support this relationship (Bline ctal. 1991: Bline et al. 1992).

Y The study hypothesized a positive relationship between satistaction with rewards. including those related 1o seeurity,
social, self=esteem, autonomy, selt-actualization, and income. with APC. However only the refationship hetween satistae-
3 A i
tion with income and APC was tested.
' The other two groups examined were seniors and managers.
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Qutcomes of APC
The most common focus of prior research has been the impact of APC on professional and
organizational turnover intentions and on organizational-professional contlict.

Professional and Organizational Turnover Intentions

Affective commitment to the focal entity 1s expected to influence mdivicuals” turnover inten-
tions. which in turn will influence actual turnover behavior (Mobley et al 1979). Consequently.
studies have examined the effect of APC on turnover intentions. due to the difficulties of gaining
access to individuals who have exhibited actual turnover behavior.

Empirical rescarch provides support for APC having a negative intluence on accountants” pro-
fessional turnover intentions for accountants working in government and academia (Meixner and
Bline 19892 Bline ctal. 1992). Empirical rescarch also supports the influence of APC on organiza-
tional turnover mtentions. Ferris (1981) reported o positiv e association hetweer APC and the desire
to stay with the organization for both junior and senior accountants. Harrell et a . (1986) and Bline ot
al. (1992) tound a significant negative association betw een APC and organizational turnover inten-
tions. In contrast. Arvee et al. (1991 did not find any significant relationship between APC and
organizational turnover intentions. arguing that duc to the positive relationship between APC. AOC.
and job satisfaction. the effect of APC on organizational turnover mtentions may be indirect. How-
ever. Harrell etal. (1986) tound that job satistaction and APC contributed independently in explain-
ing organizational turnover intentions. Overall. these results supporta negativ e “elationship between
APC and organizational turnover intentions. However. whether this relationship is direct, or indirect
through other variables such as AOC. job satistaction. or professional turnos or intentions is unclear.

Organizational-Professional Conflict

[thas been argued that individuals will experience conftictwhen the goals and values of various
entities to which they are committed are incompatible (Meyer and Allen 1997, Organizational and
professional conflict (OPC) arises from an incompatibility between the values of one's organization and
profession. and has been modcled as an outcome o APC. Aranya and Lerms (1954 and Harrell et al,

(19%6) found that the interaction off AOC and APC was inversely related te OPC, and McGregor

ctal. (1989) reported a positive relation between OPC and APC tor management accountants who
were CMA members. However. Meixner and Bline (1989) did not find any evidencee of a relationship
between APC and OPC.

Ethical Attitudes and Decision Making

Several studies have examined the relationship between APC and aceoun tants” ethical attitudes
and decision making. Jettrey and Weatherholt (1996) and Jettrey et al. (1996) examined the relation-
ship among APC, cthical development. and rule observance attitudes. Jeftrey and Weatherholt (1996)
found that accountants with high APC were associated with the conventional Ievel of ethical devel-
opment while those with Jow APC were associated with the post-comenticnal level of ethical
development.! However, Jetlrey et al. (1996) found that accountants with high or low APC had
post-conventional levels of ethical development. Further results from both s udies showed that ac-
countants with high APC placed more emphasis on rule obseryance than did acecustants with low APC

In a related study. Lord and DeZoort (2001) examined the relationship between APC and
auditors” sign-olt judgments. Results showed that auditors with low APC s gned-off on higher
account balances compared to auditors with high APC - However. after considering the effects
of social influence pressures. the influence of APC on auditor judgments was not significant.

YA conventional level of ethical development is where ai mdiv idual s Tocused on elationships ai d socictal norms. A posi-
conventional fevel of ethical development is where an individual is toctsed on mdividuaiiv hele prineiples of conscience
{Kohlberg 1969).

' The experiment was framed so that higher sign-oft halances indicated incorreat judgments
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Kaplan and Whitecotton (2001) examined the relationship between APC and auditors” reporting
intentions. They found a positive association between APC and auditors” personal responsibility for
reporting. which was. in turn. positively associated with auditors” reporting intentions. Overall. these
results suggest that APC intluences accountants” work-related behavior. including their propensity to
tollow professional standards and rules.

Other Qutcomes

Finally. studies have examined the effect of APC on realization of work expectations. Results
show that accountants with high levels of APC are more likely to report realization of their work
expectations (Lachman and Aranya 1986a. 1986b: Gregson 1992 Aranya ct al. 1982y

FUTURE RESEARCH OPPORTUNITIES
The literature review has outlined the relationships between APC and a range of vartables and
reveals that significant scope exists for future rescarch. In particular, while research i organizational
behavior has demonstrated the importance of adopting a multidimensional view of PC (Meyer ctal.
1993 Irving et al. 1997), no published studies have examined the antecedents. correlates. or out-
comes of all three dimensions of accountants™ PC.

Considering Three Dimensions of PC
Professional Turnover Intentions

The effect of PC on professional turnover intentions is important tor many accounting firms and
for the profession in gencral. Prior rescarch has reported a negative relationship between APC
and professional turnover intentions of accountants. However. the effect of CPC and NPC on
accountants” professional turnover intentions is unexplored. Future rescarch could examine
the intluence of cach dimension of PC on the professional turnover intentions of accountants.
Given the conflicting findings reported by Meyer etal. (1993) and Irving et al. (1997). such rescarch
may also contribute to understanding how the different dimensions ot PC relate to professional
turnover intentions across different occupations and professions. An examination of the relative
influence of each dimension of PC on prolessional turnover intentions may allow the accounting
profession to focus their efforts on activities that target specific forms of PC, to retain individuals
within the profession. It may highlight whether accountants remain in the profession either because
they want to. they feel they have to, or they feel they should.

Organizational Turnover Intentions

Prior studies have reported a negative relationship between APC and organizational turnover
intentions. However, this research dates back to the 1980 and early 1990s, and many of'these papers
are based on the same two data sets. Since then, many changes have occurred in the nature of
accounting work, the regulatory environment. and in the expectations and activities of the accounting
profession itsclf. which may impact on those relationships. Thus. more up-to-date rescarch is needed.
Also. as with professional turnover intentions. the eftects of CPC and NPC on accountants” organiza-
tional turnover intentions have not been examined.

Future research could entail a holistic examination of the relationships among PC. OC. and
turnover intentions. using techniques such as structural equation modeling. which allows an exami-
nation of the multiple relationships between these construets. Research to date is equivocal regarding
the incremental contribution of PC in explaining organizational turnover intentions (Harrell ¢t al.
1986: Aryee et al. 1991; Meyer et al. 1993). Further, research suggests that the effeet of PC on
organizational turnover intentions is indirect through professional turnover intentions (Lee etal. 2000).

" In Lachman and Aranya (19864, 1986b) there were no significant relationships between APC and realization ol work
expectations for respondents in public accounting firms.
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Job Satisfaction

Future rescarch could also explore the relationship between multiple dimensions of PC and job
satisfaction. Results from research into the PC of nonaccounting professions suggest that APC and
NPC are positively correlated with job satistaction. whereas CPC s either negatively correlated or
not correlated atall (Meyer etal. 1993 Irving et al. 1997). Accountants with mgh levels of CPC are
committed to the profession because of'a lack ot alternatives and or the accun:utation of investments
that would be lost upon leaving, and are therefore unlikely to feel satistied with their job. It would be
interesting to examine how cach dimension of PC works together to intluenc e accountants® overall
level of job satistaction. Furthermore. as studies of nonaccountants hasve revealed that APC has a
positive impact and CPC has a negative impact on job satisfaction (Mever e al. 1993: Irving et al.
F997). an area for future accounting research would be to determine if cither dimension has a greater
influence on job satisfaction than the other. or whether both dimensions mfluence job satisfaction at
the same time.

Professional Satisfuction

An arca where there is insutficient knowledge is the relation betweer PC and professional
satistaction. Prior research has supported a positive relationship between APC and the profes-
stonal satisfaction of accountants (Meixner and Bline 19891 Lee et al. 2000). and in Table 1.
professional satisfaction is classified as an antecedent of APC. However, 1 may be argued that
accountants’ professional satisfaction could precede APC. or the reverse. or peraps the relationship
1s reciprocal. Similar arguments can be made for the relationships between NPC and protessional
commitment. However, no empirical rescarch has been done in this area

CPC has been found to have a negative relation with job satistaction. and the same relationships
may also exist between CPC and accountants™ protessional satistuction, It is alwo hikely that CPC s
an antecedent to professional satisfaction. Individuals with high CPC are oxpected to have low
professional satisfaction, wishing they could Teave the profession while belicy ing they cannot. It is
difficult to argue the reverse: that accountants will decide they have to rensa n with a profession
because their professional satistaction is low.

Balancing Multiple Commitments

Meyer and Allen (1997} argue that an individual may teel affective. normat ve. and continuance
commitment to virtually any entity. work-related or otherwise. to which they have a psychological
attachment. While some empirical research has examined both PC and OC of accountants. an
interesting extension would be to consider it and how commitment to other entities (for example.
spouse. family. union) relates to PC.and how accountants balance mubtiple commitments.

Much of the literature has found a positive relationship between APC and A 0O( (Aranya. Barak.,
and Amernic 19817 Harrell et al. 1986, Meinner and Bline 19%9). However little research has
examined the relationship between the different dimensions of PC and OC. Accountants may per-
ceive high costs associated with leaving the profession (such as loss of status. skills. or rewards) and
therctore have relatively high levels of CPC. However. many similaritios exist across accounting
firms (for example, structures. rewards. training programs). which has mere sed following recent
mergers. so the costs associated with moving trom one firm to another may not be high.™ Thus. the
correlation between CPC and COC may not be as strong tor accountants compared to other profes-
stons, such as nursing (Meyer etal. 1993). In general. an exploration of the relati mships between the
three dimensions of OC and PC may improve our understanding of how accountants balance mul-
tiple commitments at work (Mever and Allen 1997,

M This may not be the case for partners who may meur sieniticant Bnanc:al costs i chase ne bons, 1 also does not take
mto-aceount the emotional costs of Teaving the organization. which would be captured o ind v duals” AOC,
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In reviewing the association between PC and OC. Gunz and Gunz (1994.802) argued that “the
issue is sometimes referred to as a zero-sum game. One can be loyal to one’s profession or to one’s
organization, but not both.” This “zero-sum game™ view of multiple commitments suggests that PC
would be negatively correlated with commitment to other entities. such as OC. or commitment to a
labor union (Meyer and Allen 1997). However, accounting studies have generally reported a positive
association between PC and OC. Meyer and Allen (1997) argue that there will be times when
multiple commitments will conflict. The individual may seek to resolve this conflict by retaining
stronger affective commitment to their preferred entity (for example. choosing family as a higher
priority than the profession), and reducing commitment to the entity that the individual feels most
responsible for creating the conflict. At the extreme. the individual may leave one or both entities.
The issue of how accountants manage multiple commitments represents a potentially rich vein tor
further accounting research.

Professional Involvement

It is generally accepted that the active involvement of accountants is important to the develop-
ment and sustainability of the accounting profession (International Federation of Accountants
Education Committee 2004). However, there is no empirical research that has been undertaken to
support the relation between accountants’ involvement in the profession and PC. Professional
involvement. beyond compliance with minimum membership standards, can be described as a dis-
cretionary behavior (as opposed to a focal behavior).' As such. it would be cxpected that only APC
and NPC would foster involvement in professional activities. This finding is supported for nurses
(Meyer et al. 1993). A negative relationship between CPC and professional involvement ot accoun-
tants could be expected. as accountants who only remain in the profession because they have to are
unlikely to engage in discretionary behaviors such as “extra™ professional activities.

Work Behavior

The distinction between focal and discretionary behavior is also relevant when explaining the
effect of different forms ot PC on accountants’ work behavior. As noted in the literature review. APC
has been shown to influence positively rule observance attitudes. auditor sign-oft judgments. per-
ceived responsibility for reporting questionable acts. reporting of wrongdoings by others. and being
a mentor to junior accountants (Miceli et al. 1991: Viator 1999: Kaplan and Whitecotton 2001:
Kaplan etal. 2001). This is duc to accountants” enhanced identification and commitment to the goals.
objectives, and standards of the profession. and it would be expected that accountants with high APC
would engage in discretionary work behaviors.

Currently, there is no empirical research that considers how NPC and CPC affect the work
behavior of accountants. It can be argued that individuals who have high levels of NPC may teela
moral obligation to engage in behaviors that are beneticial to the profession. such as reporting the
questionable acts of others (discretionary behaviors). In contrast, CPC may have anegative effecton
rule-observance attitudes and some aspects of accountants’ job behavior: those accountants may
comply with professional standards to maintain membership (engage in focal behavior). but may be
fess likely to engage in discretionary behaviors, such as reporting the wrongdoing of others.

15 Meyer and Herscoviteh (2001) argue that commitment may lead 1o focal behavior and or diseretionary behavior. Focal
behavior is actions 1o which an individual is bound by his or her commitment (c.g.. remaining in the profession).
Discretionary behavior is action not specified within the terms of the commitment but that can be included within those
terms at the diseretion ot the indiyidual (e.g.. performing extra role behaviors), Meyer and Herscoviteh €2001) argue that
all three forms of commitment should lead to focal behavior: however. swhether an individual will engage i discretionary
behavior may depend on the type of commitment (affective, continuance. or normative),
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The distinction between the three dimensions of PC i important when sudying accountants”
work behaviors.' While all three forms of PC may result in behayiors that are required to mamtain
membership i the accounting profession (focal behavior. engagement in discretionary behavior
may only be assoctated with APC and NPC|

Factors Influencing the Development of P(
Job Level and Work Environment

Little research has examined the processes through which accountants dey clop commitment o
their profession. Some research has demonstrated links between accountan:s Job fevel and APC,
partially as a result ol increased socialization experiences. Ttis unclear. howescr, how highly skilled
accountants who progress to more senior levels in arelatively short tme ach eve high APC when
such socialization experiences are more limited.

Also.as accountants move to higher levels in their protession and receiy ¢ imercased rewards and
status, the costs of leaving the profession may increase. leading o migher CPC, Although not
identical to job level, Meyer etal. (1993) found a significant positive correl it on between years in
nursing and CPC.

Accountants may also have different levels of PCdepending on the toy ¢ of organization in
which they work. Consistent with the results for APC accountants working n public accounting

firms may have higher CPC as they may be more Hikels 1o develop speciaiized skitls. which may be
loston leaving the profession. [tmay be argued that accountants working outside of public account-
mg also develop specialized skills, but may also vain general management and business skills that
may transler more casily outside of the protession. Thus. they may have access o employment
outside ot the traditional accounting role. particularly withim their own organi-ation. These factors
may reduce the pereeived costs of Teaving the protession asd theretore reduce the CPC of accoun-
tants working outside public accounting. The work environments experienced by accountants may
also represent an important institutional difference between the accounting protession and other
professions. such as nursing. where working outside the traditional protessional work environment
may be less common. However, the move o adopt different forms of flesible work arrangements in
the accounting profession. including part-time emploviment, job sharine. and working from home,
may lead to changes in PC. Studies that examine ditferences inall three Torms of PC in different work
environments, and changes in PC from moving between work environmen s represent a fruitful

avenue for further accounting rescarch.

Individual-Level Variables

Studies in the organizational behavior Titerature have examined the mpact of important indi-
vidual-level varables on the development of PC. Howeyer this has not been studied for accountants.
Arelevant vartable examined in organizational behayior literature is Tocus o control, which is the
extent to which an individual believes that events are under his or her conrol (Spector 1998),
Individuals with internal locus of’ control believ e that events result primanly trom their own behay -
ior, whereas externals believe that other factors determme events that intlueree their lives, Several
studies have found that internals tend to be more aftectively committed to therr srolession (Irving ¢t
al. 1997 Lee etal. 20002 Colarelli and Bishop 1990). Trving ¢tal. (1997 alse Dund. unexpectedty.
thatinternals reported lower CPCohowever. no explanation was provided Peraps mternals feel that
they have control over events and therefore are aware o a greater availability of alternatives. or feel
they can create such alternatives, compared to externals. This may reduce CPC Other studies have
argued for a reciprocal relationship between locus of controi and PC_as having an internal locus off

" This ts because the correlation between APC and the work belus jor vasiable nun be o 1aen v by an omitted variable,
such as CPC or NPCLwhich is correlated with both APC and work behior,
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control may lead to greater PC, and as individuals become more committed to their protession their
sense of control over events may also increase (Colarelli and Bishop 1990).

Autonomy is another individual-level variable that has been linked to PC. Autonomy. or scht-
determination, is the extent to which individuals perccive they have a chotee in initiating and
continuing their work behaviors and processes (Spreitzer 1995). Employees with greater autonomy
are more likely to carry out tasks in ways that are consistent with professional values and responsi-
bilities. and thus increase their commitment to the profession. Several studies have examimed the
relationship between autonomy and APC. Lee et al. (2000) reported a positive correlation between
autonomy and APC in their meta-analysis. Similarly. Walace (1995). in studying lawyers” commit-
ment in professional and nonprofessional organizations, reported a positive correlation between
autonomy and APC for lawyers working in law firms. Thus. autonomy may be an antecedent to APC.

A concept relevant to both PC and autonomy is professionalism. Professionalism is the extent to
which a person subscribes to the ideal tenets of a profession (Morrow 19913, The work of Hall
(1968) identified five attitudes that indicate protessionalism: (1) a sense of calling to a profession.
(2)a belief in service to the public. (3) a belief in self-regulation, (4) autonomy, and (3) the use of the
profession as a major referent. Some studies have drawn similaritics between the first attitude. a
sense of calling. and PC (Morrow and Goetz 1988: Norris and Niebuhr 1983}, The professionalism
construct developed from sociology (Hall 1968). whereas the concept of PC arose from psychology
(Porter et al. 1974: Meyer et al. 1993). These perspectives have not been integrated. and Morrow
(1991) noted that little is understood about how professionalism relates to other career-orientated
constructs, such as PC. In addition, we arc not aware of any empirical research that has examined
whether the attributes of professionalism are similar to. or relate to the three dimensions ot PC.
Thus, theoretical and empirical studies linking professionalism to PC and autonomy could
represent an opportunity for future research.

Another area that is unexplored is the relationship between gender and accountants” PC. With a
high proportion of females entering the accounting profession, a question arises as to why so tew
females remain in the profession and achieve more senior accounting roles. The various forms of PC
may be relevant in explaining this issue.

In general, rescarch examining the relationship between PC and individual-level variables may
have implications tor the recruitment and socialization of accountants in the profession and work-
place. Some personality variables that are relatively stable over time. such as locus of control. may
provide a screening mechanism to help recruit the most appropriate individuals into the accounting
profession. Rescarch concerning PC and individual-level variables that are more casily influenced
by the professional or work environment would be useful for understanding how the structuring of
accountants” work can effect the development of PC. Such research would aid in both the sclection
and retention of accountants into the accounting profession.

Professional Services and Membership Benefits

The application of exchange theory in the context of accountants” PC presents another area for
future research. Exchange theory argues that individuals” commitment is a function of the compari-
son hetween time and cffort required and the benefits and rewards received (Whitener and Waly
1993). Little research has linked the accumulation of side bets at a protessional level to the various
dimensions of PC. Arguably, many benefits accrue to members of the accounting profession. includ-
ing job security, high status, professional networking opportunities. and brand promotion. These
factors may increase the potential losses associated with leaving the profession and thus influence
PC. Furthermore., an examination of whether pereeptions of costs and alternatives at the professional
level affect commitment at the organizational level may also be important. particularly given the
possible effect of profession turnover intention on continued organizational membership.
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Many of the benetits that acerue o members ot the accounting prefessim are linked to the
services and benefits provided by the professional accounting bodies. For example. the status of
members of the accounting profession arises from . quality reputation des eloped through adherence
to mimimum standards of practice enforced by the profession and throush continued promotion of
the accountant image and brand. Research in re

ationship marketimg sugzests that serviees provided
by professional associations have important implications for members” comm trent to. and involve-
mentin. their relevantassociation (Gruen etal. 2000, Services provided by pro-essional accounting
associations may enhance all three forms of PC. For example. the provision o2 membership services
creates a serics of positive exchanges between the professional association ane members. and thus
may cnhance APC. Also, membership services woudd be fost on Teay ing the protession, and thus may
enhance CPC. The receipt of membership services may also create a sense of obligation to the
association that the member feels should be reciprocated and thus may imerease NPC. Future re-
search linking membership benetits to accountants™ PC may provide practca. suggestions for ways
that the accounting profession can influence the commitment and retention of its members.

Professional Qualifications

Perhaps the most signiticant contact betsween the protession and its members is through the
completion of professional qualifications. This represents ar important socializution process includ-
mg exposure Lo the values. expectations. ethical requirements. and respons bilities of the profession.
Future rescarch could examine which aspects of this socialization process arc important determi-
nants ol accountants” PC, particularly APC. Tinks have been drawn betweer accountants® ethical
orientation. PC.and important outcomes such as cthical sensitivits and rule-observance attitudes
(Shaub ctal. 1993: Jeffrey and Weatherholt 19961, Rescarch linking exposure to prolessional re-
quirements and professional conduct to ethical orientation and PC may prov de important insights
mto the development of accountants™ ethical behavior, Such rescarch wou d provide signiticant
scope for extending our understanding of the way that accountunts develop atachments to their

profession and the subsequent implications for important orvanizational and pre tessional outcomes.

International Research Opportunities

There are many opportunities for examining accountants PC o an mtern itional context. Ac-
countants” role and place m society is likelv 1o vary across countries due o cultural ditferences:
Jeflrey etal (1996) argue that ditferent cultural and legal environments can lead o ditfering inter-
pretations of professional goals and values. of the nature of eftfort that shou.d be exerted on behalf ot
the profession relative to other commitments. and ot the importance of membe s ip in the profession
refative to other sacial groups. In particular. draw ing on Hotstede (19801 Jeft-e. ctal. (1996) argue
that the status ot the accounting profession is ikely 1o be lower in collectivist ¢altures compared to
individualistic cultures. with a lower status bemng reflected in lower fevels of PC Fatare research
could examine how PC varies among accountants from ditterent cultures. ard whether national
culture affects accountants” interpretation of professional values and the amount of effort directed
toward advancement of the accounting profession (for example. professional ins olvement),

Another opportunity for international rescarch is to examine differences in the institutional
framework ot the accounting profession across countries and whether such J fferences aftect the
development of PC. For example. the form and extent of membership services srovided by profes-
sional accounting associations may vary across countries. as may the qualitications, training. and
work experience necessary to gain and retain membership of a protfessienal accounting association
(International Federation of Accountants Fducation Committee 2003). These differences could af-
fectaccountants™ level of exposure to the goals and values of the protession. whch may be retlected
m varying levels of PC. Overall. examining the etfect of cultural and institutional difterences on the
development of PC represents an important av enue tor future rescarch.
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Methodological Issues

Asnoted in a prior section. future research into accountants” PC may benefit from increased use
of structural equation modeling (SEM). Many studics of accountants™ PC lListed in Table 1 used
correlation, or regression analvsis. which are hmited in terms of the complexity of modeling. An
advantage of SEM is that comprehensive models of accountants” PC may be developed. in which a
range of antecedents and outcomes of attective. normative. and continuance PC can be considered.
This allows the researcher to consider both direct and indirect etfects ot variables on the dimensions
of PC.and thus develop a better understanding of the relative importance of the antecedents and
outcomes of PC.

Smith and Langfield-Smith (2004) explain that some accounting rescarchers may avoid using
SEM due to its large sample-size requirements and the need for a strong underlying theoretical base.
However, researchers engaged in more exploratory research could consider the use of partial least
squares (PLS). which has smaller sample size requirements and can accommodate non-normal
data." Thus. the increasing familiarity of SEM and PLS among accounting rescarchers may provide
an opportunity to consider more sophisticated modeling ot accountants”™ PC.

CONCLUSION

This paper has reviewed research examining antecedents. correlates. and outcomes of accoun-
tants” PC. Findings to date have demonstrated links between accountants™ PC and outcomes such as
job satisfaction and organizational turnover intentions. In addition. the development of PC s af-
fected by individual and organizational characteristics such as ethical orientation and organizational
type. While research in the organizational behavior hiterature has demonstrated empirically the
existence of multiple and distinet dimensions of PCLonly a single dimension of PC - aftective PC
of accountants has been rescarched. It has been argued in this paper that a more in-depth and
complete examination of accountants” PC may be achieved through consideration ot all three dimen-
sions that deseribe accountants” commitment to their protession.

Consistent with these arguments. future research opportunities were presented that consider
refationships between the three dimensions of PC and antecedents. correlates. and outcomes ot PC.
Research linking the activities and benefits provided by accounting firms and the accounting profes-
sion to the development of different dimensions of accountants”™ PC may provide insights into wavs
of increasing accountants” commitment to the profession. This mav. in turn. have positive implica-
tions tor accountants” job satisfaction. work behaviors. and intentions to remain in the profession.
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