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   				Question
“WHILE MANY AREAS OF CONTEMPORARY LIFE HAVE CHANGED SIGNFICANTLY IN THE 21ST CENTURY, MANAGEMENT HAS REMAINED LARGELY UNCHANGED AND ROOTED IN 19TH CENTURY THEORIES AND PARADIGMS”. CRITICALLY EXAMINE THIS ASSERTION DETAILING THE DEVELOPMENT OF MANAGEMENT THEORY AND THE CONTRIBUTION OF CONTEMPORARY MANAGEMENT THEORISTS AND THEIR THEORIES TO TACKLING CONTEMPORARY MANAGEMENT CHALLENGES.





WORKING FROM HOME (WFH) WORK CULTURE AND WORK COMMITMENT THEORIES
ABSTRACT
That socialization, organizational change, human resource practices, interpersonal relations, employee/organizational relations among other antecedent variables predict affective organizational commitment (AOC) is a given in work commitment literature. The current changes from traditional work arrangement towards work from home (WFH) work culture that is driven by technology calls to question the relevance of this long-held theory. Against this background, this study reviewed empirical work underlying the theory with a view to making relevant recommendations. The review showed that the general body of literature on the subject matter subscribe to the theory but the conceptual chaos, relatively few causality tests, and paucity of  empirical studies on HR practices and AOC in the context of WFH work culture suggests that the theory needs to be refined. System thinking is proposed as plausible means of modifying the theory.
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[bookmark: _Toc39799771][bookmark: _Toc39800119]1.0       Introduction
Many traditional management theories are missing the mark in a rapidly changing business world. Consequently, scholars (Spreitzer et al., 2017; Morrow et al., 2012;  Cooper-Hakim and Viswesvaran, 2005) are making case for reevaluation of the theories in the face of contemporary management issues with a view to bridging the gap between theories and practice. This report details the theories of work commitment, highlighting gaps that need to be filled in the context of work from home (WFH) work culture.
        The 21st century has witnessed tremendous changes in the way people interact, work and conduct businesses. There is a new normal in work culture which differs remarkably from what obtained during the pre-industrial and industrial societies. In the pre-industrial society, work occurred in scattered disconnected worksites (Potter, 2003) but largely without virtual connectivity. This changed during the industrial age. In the industrial society, scattered resources (labour and machines) are assembled usually in a physical work place for the purpose of production and/or organized service delivery (Spreitzer et al., 2017). Team work, particularly in close proximity, reigned supreme during the industrial age (Heller, 2011). The 21st century christened; ‘the information age’ is witnessing increasing work-from-home work culture heralded by advancement in technology (Williams et al., 2019). The web 2.0 technologies are facilitating the feasibility and popularity of the work-from-home culture. 
               The current outbreak of the highly infectious covid-19 pandemic is affecting the business world with many workers forced to stay at home while organizations are completely shut in many countries except for those carrying out essential services. Notwithstanding, some organizations who had leveraged on the available technology that facilitates WFH are still in operation, organisations like universities, primary schools were made to download a software like zoom, Microsoft teams to continue their learning  at a fraction of their capacity from home, to the disappointment  of many other organizations that had no such capacity and technology were left out. The realities of the pandemic are fueling a rethink of the way businesses are being conducted have brought to the fore, once again, the WFH concept and its many underlying theories.
[bookmark: _Toc39799772][bookmark: _Toc39800120]2.   Work from Home and Work Commitment
              The WHF concept is not new. Many studies have examined WFH concept across the world (Lippe and Lippényi, 2020; Baker et al., 2007).  The foregoing authors have examined the WFH variable and its relationship with employee and/or organizational performance. More diagnostic studies have been conducted to examine the link between WFH and work commitment.  Tele-commuting, a related concept and that often correlates with WFH, dominated the human resource management literature during the ‘dot.com’ age in the 1980s when organizations were beginning to appreciate the power of the internet and it potentials for business management. However, unlike what obtained when all these studies were conducted, the capabilities and resources for real time WFH have increased tremendously nowadays. We now have high-speed internet and highly developed computing capabilities to facilitate WFH initiatives. Many organizations have recognized the opportunities inherent in WFH particularly in time of crisis as evident in the current world reality of covid-19. A new work culture or phenomenon of WFH is unfolding and understanding factors that drive it towards improving organizational performance has become much more important.
	As with many new phenomena or advancement in technology, new challenges have occurred due to the changing work culture(Morrow and Wirth, 1989). Culture is a problem-solving mechanism that is how we collectively solve our promblems. Specifically, the WFH model presents significant human resource management challenges (Baker et al., 2007).  One of the most pressing challenges of the growing WFH culture concerns the ‘at-home’ workers’ commitment to an organization. With WFH culture, over the shoulder supervision and many traditional management practices are under threat. Given that the workers may also contend with many potential non-work-related distractions ‘at home’, assurances of adequate work or organizational commitment becomes dicey because of the distractions here and there.
[bookmark: _Toc39799773][bookmark: _Toc39800121]3.     Facets and Definitions of Work Commitment
	Many scholars (Cooper-Hakim and Viswesvaran, 2005 ; McElroy et al., 2001; Morrow, 1983) have explored the nexus between WFH and work commitment. Development of modern theories on the work commitment has been bolstered by the work of Morrow, Becker, Cohen and Meyer among others. For instance, Morrow (1983), in her celebrated Concept Redundancy in Organizational Research: The Case of Work Commitment, identified inconsistencies in the employee commitment concepts having reviewed the extant literature on the subject matter; concluding that the greatest threat to understanding of employee commitment and advancement of theories on the subject matter was divergent understanding and definitions of the concepts that doted the literary space.
	As noted by many prominent researchers on work commitment, it is sacrosanct to have a good grasp of work commitment dimensions/facets and, as well, come to terms with divergence in understanding and consequently, definitions of work commitment construct in order to have a good chance of advancing theories on work commitment (Morrow, 1983) and improving work commitment practice (Cooper et al., 2015). The celebrated work of Morrow was a meta-analysis that was considered novel in understanding various facets of the construct and towards a more acceptable definition. The facets of work commitment as captured by morrow are assessed, hereunder, to provide a good understanding of the work commitment and the theories underlying it. 
	 In the Morrow (1983) study, the author classified the definitions of work commitment, through inductive analysis, into five facets including value focus, career focus, job focus, organization focus and union focus  and provided facet analysis of work commitment construct as evident in Table 1. 
Table 1: Facet Analysis of Work Commitment

	Facets
	Value focus
	Career Focus
	Job Focus
	Organization Focus
	Union Focus

	Representative concepts
	1) Protestant work ethics endorsement

	
Career salience
	· Job involvement
· Work as central life interest
	Organisational commitment
	Union Commitment

	Focus of concept
	The intrinsic value of work as an end it itself
	Perceived importance of one’s career
	· The degree of daily absorption in work activity
· The degree to which the total job situation is central aspect of life
	Devotion and loyalty to one’s employing firm
	Devotion and loyalty to one’s bargaining unit.

	Definition
	Extent to which a person feels that personal worth results only from self-sacrificing work or occupational achievement
	The importance of work and a career in one’s total life.
	Degree to which a person is identified psychologically with his work; degree to which work performance affects self-esteem
CLI measures w
	Extent to which a person
(a) has a strong desire to remain a member of the organisation
(b) is willing to exert high levels of efforts for organization
(c) believes and accepts the values and goals of the organisation
	Extent to which a person
(a) has a strong desire to remain a member of the union.
(b) is willing to exert high levels of efforts for the union
(c) belief in the objectives of the organized labour.


Source: Adapted from Morrow (2011)

	The value focus resonates with the Protestants’ work ethic built on self-sacrifice and the view of work as an end. The value dimension is shaped by personality, culture and/or social change. In other words, the value focus rests on intrinsic ethical value arising from socialization, culture or personality traits. The career focus’ view of work commitment arises from the salience or priority accorded one’s career in life. It resonates more with drive towards professionalization (Morrow, 1983). The job focus describes job orientation and job involvement. That is, the degree to which a job performance affects personal fulfillment and/or self-esteem of workers. The organization always focus deals with degree of loyalty to a particular organization and commitment to identify with the organization . The union focus connotes loyalty to and solidarity with unionism. It is important to note that these work commitment facets are often interwoven and do not occur in isolation (Morrow et al., 2012).
[bookmark: _Toc39799774][bookmark: _Toc39800122]4.  Choosing Organisational Commitment
	As evident in the foregoing analysis, the work commitment construct is multifaceted with potential for many theories. All the dimensions are important at varying degrees to an organisation or to an individual employee. To narrow down and have a more focused analysis and because of its relevant to organisation, the organization-focused commitment is chosen as the subject analysis in this report. The importance of organization commitment cannot be overemphasized in the emerging WFH work culture. According to Cooper-Hakim & Viswesvaran (2005) organization commitment improves the chances of employees being more productive and less likely to quit in an organization. It appears that the organization commitment mimics features of the value commitments, but it is, rather, driven by conscious efforts to associate with an organization than the self-sacrifice associated with the value commitments. 

[bookmark: _Toc39799775][bookmark: _Toc39800123]5.		Importance of Organisational Commitments 
	Organizations usually invest resources in employees to improve their productivity on the job. On and off the job trainings are conducted with a view to enhancing employees’ job performance. These cost many organizations fortune. It is therefore understandable that organizations will like to keep using employees for as long as they are appreciably productive to mitigate huge training expenses and to gain competitive edge. To effectively do this, organization commitment is vital. 
	Besides, employees are the most vital resource in many organizations. Loosing such key employee may hamper the smooth running of an organization. In many instances, loosing key employees exposes organizations to dangerous competitive threats and negatively affects their going concern. A situation that may be more worrisome is to keep non-committed employees on the payroll of an organisation. When an organisation loses an employee, it has fresh opportunities to recruit another in that position notwithstanding the initial problem that may be encountered. Keeping non-committed employees, however, have implications on employee loyalty, productivity and even quality assurance. Considering these potential consequences, it is usually more profitable to keep commitment employee working for the organisation. To this end, various organizational commitment theories have developed.

[bookmark: _Toc39799776][bookmark: _Toc39800124]6.	Facets of Organisational Commitment and Choice of AOC
	Organizational commitment also has various facets or dimensions. The construct has been greatly studied in the organizational literature leading to the emergence of various constructs or facets of the construct  including affective organizational commitment (AOC) (Morrow, 2011), external organizational commitment (EOC)  (McElroy et al., 2001), continuance organization commitment (COC) (Cooper-Hakim and Viswesvaran, 2005) among others. One of the most common organizational commitment construct in the literature is the AOC (Morrow, 2011). Morrow (2011), having reviewed extant literature on the construct,  define AOC as “employees identification with, and involvement in an organization” (p. 19-20). AOC described the emotional and/or psychological bonding that an employee has with an organization. AOC has been  found to improve various dimensions of job performances (Riketta, 2008;Cooper-Hakim and Viswesvaran, 2005).
[bookmark: _Toc39799777][bookmark: _Toc39800125]7.	Predictors of AOC
Management interest in studying AOC is usually to be able to monitor and influence it to the advantage of the organization (Morrow, 2011). In order to influence AOC, it is important to understand the factors influencing the AOC level (Williamson et al., 2009). To this end, there have been numerous studies in the literature, spanning several years. Contemporary discussion on AOC appears to be championed also by Morrow. Her studies are particularly of interest in this report towards mapping research trend on determinants of AOC. Morrow conducted a longitudinal meta-analysis of studies on AOC leading to discoveries of various pre-entry and post-entry AOC- influencing factors.
[bookmark: _Toc39799778][bookmark: _Toc39800126]7.1	Pre-entry Factors
Pre-entry factors refers to set of antecedent factors influencing AOC. These factors vary widely and are still being conceptualized in organisational commitment literature. Some of the pre-entry factors that have been found to influence AOC in empirical studies are discussed hereunder. 
· Career exploration prior to college graduation   
Career exploration is an important construct in occupational mobility and career development (Zikic and Hall, 2009;  Stumpf et al., 1983).  It refers to conscious and purposeful exploration and collection of information on a particular career and what needs to be done to attain predetermined goal in the career (Lent et al., 2016 ; Hirschi et al., 2015). It is thought of as that appreciable level of career exploration pre-entry, that would have afforded potential employee to become more informed about a career or an organization thereby reducing the gap between expectation pre-entry and reality post-entry (Morrow, 2011). The assumption is that narrowing the gap between expectation and realities has tendency to increase AOC.  In spite of many studies that have been conducted on career exploration, studies on nexus between career exploration as an antecedent factor and AOC has been very limited.  Notwithstanding, Stumpf et al. (1983) examined the relationship between career exploration prior to college graduation and AOC and found that career exploration prior to securing a job predicted AOC.
· Proactive personality
Proactive person, according to Bateman and Crant (1993, p. 105), refers to “one who is relatively unconstrained by situational forces, and who effects environmental change”.  Crant et al. (2017, p. 194)  defined proactive personality as “relatively stable tendency to effect environmental change”. A study conducted by Kammeyer-Mueller and Wanberg (2003)  revealed that proactive personality increases work environment knowledge and willingness to adjust preferences to meet work demand among new employees. As pre-entry factor, when a new employee, through proactiveness, has gained good understanding of what to expect when he/she joins a workforce of an organisation, he/she will most likely adjust his expectation in line with the reality. This adjustment according to Morrow (2011) can eliminate shock that would have occurred due to discrepancy between expectation/preferences and realities leading to reduced ambiguity and employee satisfaction while employee satisfaction predict AOC. This submission by Morrow implies that employee satisfaction due to reduction in job ambiguity cofound with proactive personality to predict AOC. Liao (2015) observed partial positive relationship between proactive personality and AOC mediated by organisation-based self-esteem. 
· Career decidedness
Career decidedness describes people’s feeling about their choice of occupation in terms of whether they have chosen the best occupation for themselves or not (Savickas et al., 1992; Morrow, 1983). Career decidedness construct is very prominent in vocational studies and counseling literature. It is a psycho-attitudinal construct relating to confidence exhibited on choice made by an individual. Firm and stable career decidedness is positively viewed in the literature as contributory to career development (Watson, 1994). In the human resource management or allied literature, the assumption is that when an employee feels that he/she has made the right choice in terms of career, he/she will more likely have high AOC (Earl and Bright, 2007).  However, empirical studies have provided mixed findings. Earl and Bright (2007) study results, in line with a priori expectation, revealed that career decidedness predicts AOC but moderated by met expectation. (Vondracek and Hosteller1990) and  (Krisho 1981) also reported that career decidedness predicted AOC but moderated by gender.
· Pre-entry company satisfaction
Pre-entry company satisfaction describes the satisfaction that a new employee or staff has for an organization prior to joining the organsiation as an employee or staff (Takeuchi and Takeuchi, 2009). Many employees have fantasies about organizations they wish to join. Some of these fantasies arise from PR and brand image activities of the organizations while others arise through conscious information-search. In some instances, employees might have come across or even use or patronize the services of the organization from which they form opinion about the firm culminating into satisfaction or otherwise with the organization. Takeuchi and Takeuchi (2009) hypothesized that pre-entry company satisfaction would widen the gap between pre-entry expectation and entry reality of new employees thereby negatively impacting AOC. The study findings showed that pre-entry company satisfaction negatively predicted AOC within first year of employment of the employees.
Recall that gaps between employee’s job expectation and reality featured prominently in the foregoing determinants of AOC as correlates of other factors.
[bookmark: _Toc39799779][bookmark: _Toc39800127]        7.2     Socialization tactics
Socialization refers to tactics employed by organization to ease employees into the work environment (Ardts et al., 2001). It is usually carefully planned and sometimes repetitive activities used in getting new employees acquainted with the norms, procedures and culture of an organization (Bauer and Erdogan, 2012). It is a means through which a new employee ‘learns the rope’ in an organization to enable them to adjust to a ‘new’ work culture or environment. (Ardts et al. 2001) stated that socialization for an employee is a process with three distinct phases. The phases, according to the authors, include anticipatory, encounter and acquisition phases. The first phase occurs during interpersonal relations with friends, family and acquaintances. Employees often imbibe the values, norms and culture exhibited by these people which mostly influence their teamwork capability. Teamwork capability is an important variable influencing organizational performance. 
The second phase involved the first formal contact of a new employee with an organization. At this phase, the employee begins to measure his/her initial expectation against reality leading to adjustments the behavior and attitude of the employee (Ardts et al., 2001). This adjustment has also been found to influence AOC(Morrow, 2011). A study conducted by (Takeuchi and Takeuchi 2009) examined ‘content’, ‘context’ and ‘social aspect’ of dimensions of the socialization tactics as predictors of organsiational commitment in some Japanese firms. Findings revealed that all the tactics predicted organizational commitment in the firms.
Socialization tactics, irrespective of whether it is planned or not; consciously instigated or not occurs prior to and when a new employee joins an organisation (Clugston et al., 2000) . It serves as a means of ‘learning the rope’  and source of vital information on appropriate roles and behavior expected in the organisation (Louis et al., 1983).  When socialization is right, it serves as antecedent to normative organizational commitment (Clugston et al., 2000).
(Van Maanen et al. 1979) identified six tactics that can be used by organisation during socialization.  The authors classified socialization tactics as either being ‘group-process directed’ or individualized. The group-process directed socialization is strongly orchestrated by the organisation unlike the individualized socialization that occurs through interpersonal relations among workers. (Ardts et al, 2001) reviewed  the six various socialization tactics contrasting them to show relative meanings of the tactics.  The contrasts include collective versus individual, formal versus informal, sequential versus random, fixed versus variable, serial versus disjunctive and investiture versus divestiture. 
 Socialization is collective if it is targeted at a group but individual if otherwise. Formal socialization occurs when the employees get custom-made training, orientation or information usually made available by organisation that eases them into the work environment but informal when they get them from sources outside the formal source.  The socialization is sequential if the training, orientation or information received does follow laid down procedures towards mastery and random when it happens by chance. Socialization is fixed when it occurs at a definite time period but variable when otherwise. Serial socialization occurs when experienced members of an organisation holding position as that of the trainee are available to serve as role model to the newcomers but disjunctive when otherwise. If the new employee’s identity is affirmed in a socialization process, in vesture socialization takes place but when there is conscious effort to downplay the identity of the newcomers, divestiture socialization takes place.
[bookmark: _Toc39799780][bookmark: _Toc39800128] 7.3	  Demographics 
Demographics of employees have also been found to predict their AOC. Starting salary, education, marital statuses are some of the very many demographics that have been found to predict AOC either directly or indirectly (Meyer and Allen, 1988; Kirchmeyer, 1995). Many studies (Kassahun, 2005 ; Mathieu and Zajac, 1990; Meyer and Allen, 1988) found age to positively predict organizational commitment. The study conducted by Jena (2015) among shift workers in India revealed that age, marital status, tenure, job level and gender predicted AOC.
It is important to note while foregoing studies reported some demographic variables as predictors of AOC, there are some other studies that reported no significant relationship between some of the demographics and AOC. This implies mixed results as far as the relationship between demographic variables and AOC is concerned. Notwithstanding, age and gender appear to feature more prominently in the literature as demographic predictors of AOC.
[bookmark: _Toc39799781][bookmark: _Toc39800129]7.4	Human Resource Practices
Human resource practices are numerous but include recruitments, performance appraisal as well as training and compensation/remuneration. Aladwan et al. (2015) assessed the influence of recruitment  and selection, training and development, performance appraisal and remuneration HR practices on AOC in the Middle East. The results show causal relationship between each of the HR practices and AOC.  Marescaux et al. (2013) conducted a study to examined differentials in human resource practices and AOC in Belgium using primary data collected from 13,639 Belgian employees.  The study revealed that differentials in HR practices influenced employee perceptions. When the perception was observed to be positive, it positively influences AOC and negatively influences AOC if otherwise. Meyer and Smith (2000) examined the relationship between organizational commitment foci including affective, continuance, and normative commitment on one hand and performance appraisal, remuneration and career development HR practices in the UK. The study revealed neither direct nor conditional relationship between the HR practices and the organizational commitment foci. Evidence from the foregoing studies revealed mixed findings on the relationship between human resource practices and AOC.

Table 2: Antecedent factors influencing Affective Organsational Change (AOC)

	Socialization
	Organizational changes
	Human resource practices
	Interpersonal relations
	Employee/organisation relations
	Other antecedents

	Pre-entry factors
7 Propensity to AOC
8 Career exploration
9 Job Knowledge
10 Proactive personality
11 Collectivism

	-Internal reorganization
· Automation to increase in operator process control
· Quality circles with mentoring
· Training, and group based bonuses
· Teams (+ and -)
	Performance appraisal and promotions
· Prior performance and promotions
· Perceived appraisal system knowledge

	Leadership:
· Ideal business leader traits
· Spiritual leadership
	Organisational support for personal goals
	Job satisfaction

	Newcomer factors
	Downsizing and acquisitions
	Training and Compensation:
	Coworkers
	Perceived organizational support
	Intention to quit

	· Favourable early work experiences
· Met expectations
· Support from peers or mentors
	· Downsizing (-)
· Being acquired by another organization (-)
	· Training
· Collectivism
· Quality circles with mentoring, training, group based bonuses
· Involvement in pay system change
	· Coworker’s organizational citizenship behaviour
	· General support
· Emotional support of employee’s families
	

	
	
	
	Mentoring
	Psychological contract replicability
	Occupational commitment

	
	
	
	Various forms
Organization climate
· Harassment 
	Fair social exchange and job embededness
	



Source: Adapted from Morrow (2011)


[bookmark: _Toc39799782][bookmark: _Toc39800130]8.	The Gap

	The study of Morrow (1983; 2011) and many other influential studies on AOC are based on the underlying theory that socialization, organizational change, human resource practices, interpersonal relations, employee/organizational relations among other antecedent variables predict AOC (see Table 2). Myriad of empirical studies support this theory.  Many earlier studies and submissions on the subject matter have relied substantially on cross-sectional data and correlational research design, characterized by conceptual chaos and produced correlates rather than predictors. It was therefore difficult to make predictive analysis of the construct in relation to other constructs. Understanding the drawbacks of this approach to advancing theories on AOC in  modern literature, Morrow appears to lead the discussion on the shortcoming of this approach in favor of longitudinal and meta-analysis studies (Morrow, 1983). Even with the longitudinal and meta-analysis, the issue of cofounding variables, as evident in previous discussion, is still an important issue in studies that measures determinants of AOC. This implies that the understanding the determinants of the AOC is a complex problem. A complex problem may be better solved by employing system thinking.
	Besides, organization commitment theories have been largely shaped by realities in the industrial age where employees work in close physical proximities making possible close/or over the shoulder supervision. As the WFH work culture continues to gain acceptance among the 21st century organizations, management problem of maintaining or improving employees’ organization commitment is becoming magnified and defying the traditional organization commitment theories and practices. Given this reality, many studies have examined plausibility of the WFH model by raising questions on performance-WFH nexus (Lippe and Lippényi, 2020). Employee performance is a function of many factors. AOC is theorized as an important factor influencing WFH employee performances. There has been, however, questions the nature of organization commitment in WFH contexts, its predictors  and how organization commitment can be managed among WFH employees (Morrow, 2011).
	Morrow (2011) identified some salient problems with research and theories on AOC. The author observed that substantial literature takes it as given (speculate) that organization commitment is beneficial to organization without plausible empirical evidence and not much alternative leanings. Without thorough understanding of organization commitment among WFH employees, it becomes very difficult to measure and improve the commitment variable in WFH context. This submission is in line with the popular maxim that ‘what cannot be measured cannot be managed’. To manage organisation commitment, it is important to understand its predictors.
	Many studies have concentrated on varying facets of work commitment with large number of the studies devoted to organization commitment.  Focusing on specific facet of work commitment was relentlessly pursued by scholars notwithstanding verifiable proofs that the facets of work commitment are interwoven complex phenomena. Complex phenomena often require holistic broad-based assessments. System thinking, thus provides in dealing with the problem. 


The management theories
· The system theory
· Principles of administrative management
· Bureaucratic management
· Scientific management
· Human relations theory
· Classical management
· Theories X and Y
· Contingency management
· Modern management
· Quantitative management
· Organizations as learning systems
 All these management theories can be classified into two parts which are the traditional management principles and the 21st century (innovation management)

The innovation management model by Gary Hamel has changed the language and preparation of management around the world in this 21st century and this has made the 21st century business succeeds using technology, knowledge management, diverse work force and the issue of globalization.
Post modern management theorist have given access to amazing selection of resources, which can be used to improve skills and give room for innovation. However, management can be defined to be a process of value creation in order to achieve future goal, by using resources in an efficient and effective way in a unique environment.  Management is also a process of planning decision making, organizing, leading, innovation and controlling the human resources, financial, physical, and information resources of an organization to reach its goal in an efficient and effective manner.


[bookmark: _Toc39799783][bookmark: _Toc39800131]9.	Alternative Theory:  A system and the System Thinking
A system describes a whole made up of constituent parts which exhibits some properties distinct from those of its constituent parts (Checkland, 1981) . There are many types of systems including natural, designed and systems of human activities. The human activities systems fundamentally differ from the natural and design systems in that it exhibits more dynamism and unpredictability. Unlike the natural and design systems, the human activity systems tend towards constructivism or relative truths (Ackoff, 1970). The problem of the WFH falls within the human activity system characterized by complexity. 
[bookmark: _Toc39799784][bookmark: _Toc39800132]9.1	System thinking History
Historically, the idea of system as a subject of inquiry can be traced back to the 17th century. The famous Aristotle’s statement that “the whole is greater than the sum of its parts” heralded modern thinking about, and inquiries into the properties of a system as a whole rather than its constituent parts culminating into the birth of system thinking. The first set of disciplines that embraced system thinking includes biology and engineering. The biologists found hierarchy in how organisms were organized. They noted that complexity in the organisms is associated with position they occupy in the hierarchy. At every higher level of organism, the properties exhibited by the whole were observed to be different from or meaningless at the individual level. The work commitment construct is a complex construct with many facets as demonstrated earlier. Evidence in the preceding discussions and studies show that the AOC which was the streamlined construct that this report eventually dealt with is nested in the organizational commitment which is, in turn, also nested in the work commitment construct.
[bookmark: _Toc39799785][bookmark: _Toc39800133]9.2	Open and Close systems
More studies on systems led to classification of systems as either open or close. 
von Bertalanffy championed this classification in 1940. The fundamental difference between the close and open systems concerns their relationships with their environments. The close system, as the name indicates, is independent of its environment unlike the open system which has some sorts of communication and material sharing with its environment. As demonstrated in the preceding discussion on AOC and corroborated by Morrow (2011), empirical studies on AOC face the problem of seemingly unending confounding variables and many correlates. This suggests not only a complex problem but possibly an open one that is still ‘truly open’ to many discoveries.
[bookmark: _Toc39799786][bookmark: _Toc39800134]9.3	Feedback in system thinking
The work of Wiener and Bigelan on cybernetics in 1940 highlighted the importance of feedback in a system. Feedback was described as influence of one element on the other within a system. The feedback can be positive, otherwise referred to as reinforcing or negative/balancing. Positive feedback is a feedback that exhibits constructive mutual exchanges between one element and the other with the system. The negative feedback, on the other hand, uses sensitivity to maintain system balance which occurs when triggers by certain counteracting responses. 
[bookmark: _Toc39799787][bookmark: _Toc39800135]9.4	General System Theory
The General System Theory (GST) emanated from system thinking. It was the brainchild of a biologist named Ludwig von Bertalanffy who lived between 1901 and 1972. It was founded as an alternative to 3R model (Reduction, Repeatability and Refutation) that dominated scientific enquiries at the time and heralded departure from atomism (Strauss, 2002).  Bertalanffy described GST as: 
“the formal correspondence of general principles, irrespective of the kind of relations or forces between the components, leads to the conception of a “General Systems Theory” (Bertalanffy, 1949). It is “a logico-mathematical field, the subject matter of which is the formulation and deduction of those principles which are valid for ' systems' in general ( Bertalanffy 1950).

The GST holds that a system is a whole with nested constituent parts interacting with its environment and which is capable of evolution and self-regulation (Bertalanffy, 1968). Important concepts in GST include entropy, synergy and subsystems. The entropy refers to the notion that every system is vulnerable with tendency to go out of existence. Synergy means that the sum of a whole is greater than the sum of its constituent parts or that a whole (system) has a unique property different from those of its subsystems. Subsystems imply nested constituent parts that are also made up of their own subsequent parts. 
(Strauss 2002) posits that the Bertanlanffy’s system theory is an amalgam of relative concepts including ‘stability’ and ‘change’, ‘unity and multiplicity’, ‘whole and its parts’ as well as ‘material and vital’. The stability, according to Strauss, does not imply that the system is static but constancy in relative change. The unity and multiplicity emphasize that a system is a unification of diversities. Although system theory emphasizes analyzing system from the whole perspective rather than individually from the constituent parts, reductionism (that is, breaking down a whole into smaller units for better contextual analysis cannot be totally avoided). This position lead to the submission of (Strauss 2002) that;
“The complexity of a system is given in the fact that it is impossible to provide an exhaustive description merely employing one modal point of entry… (any) attempt to over extend the explanatory power of any single mode invariably results in a reductionism, such as that of atomism or holism”.

Ultimately, the explanatory power of system theory is constrained by a combo of complexity and dynamism of system’s nature. Given that both system and its environment are dynamic and capable of evolution (as stated earlier) make it extremely difficult to establish stable relationships among variables which question the ‘stability’ system principle. This complexity is reinforced in human system thereby presenting unique challenges. Towards addressing the unique challenges posed by human system, application of the GST to behavioral sciences like human resource management resulted into the development of social system theory. The theory was developed by Niklas Luhmann.  The social system has to specific definition just like the system theory. The theory, however,  view management of human resource as requiring a focus on social processes of interrelationships rather than a focus on individual behaviour as unit of analysis (Mayrhofer, 2004).
[bookmark: _Toc39799788][bookmark: _Toc39800136]9.5	Further developments on the System Thinking/Theory
A collaborative work among scholars from various fields led to the development of General system theory which promotes system thinking (Checkland, 1981). System thinking serves as alternative to the traditional scientific method of studying things by breaking it down to smaller units or constituent parts which rests on the tripod of Reduction, Repeatability and Refutation.
The system thinking was popularized in the biological and engineering fields between 1920 and 1950. The evolution of system thinking was based on the realization that unique properties emerge when constituent parts of a thing is put together and that the unique property of the whole advances understanding of phenomenon/issues. In terms of essence, system thinking is concerned with interrelationships among system elements rather than linear causal relationship between one element and the other. 
Similitude of the system theory which developed in the 1950 includes system engineering and system analysis. The systems are based on the notion that once a system is thoroughly understood through immersion in the system, given the objective, alternative courses of action can be found towards achieving the objective.
The growth in the use of system theory resulted in development of system archetypes. System archetypes are commonly occurring influence patterns in many systems. The archetypes led to the development of robust system theories. Two prominent archetypes that have been found include limit to growth and shifting the burden archetypes.
The system thinking is not without some observed shortcomings. As robust as system thinking is, studies have shown that complex problem may defy the application of the model. It has been found that complex and dynamic system. The shortcoming of system theory in this regard led to the development of complexity theory. The complexity theory builds on the system theory insights.
The system theory insights are numerous, but the key ones include the following:
· The whole has unique properties differ from those of the constituent’s parts
· Reciprocity of influence characterizes the relationship of one system component with another. Understanding the dynamic complexity of the whole is more important than trying to understand details at individual level.
· System behavior is best understood in the context of its environments.
· Understanding of human activity requires diagnoses of the system purpose and one’s own bias.
· Systems are usually stable at equilibrium and require either internal or external push or pull for the equilibrium to shift.
· Systems usually do not exist in isolation (except abstract design system) but nested in other systems.
The application of the GST or its derivative (social system theory) to understanding the AOC of WFH employees may suffer. WFH requires higher level of personal discipline in the absence of over-the-shoulder supervision. Working outside business premises may provide employees with the time to explore alternative job offers. Competitors may have higher chances of ‘snatching’ an employee when they work away from business premises than otherwise. WFH employees may experience work-family conflicts (work life balance issues) leading to reduced AOC and productivity and in many instances, higher employee turnover (Batt and Valcour, 2003) . This implies that the Morow’s AOC’ predictive variables would need to be expanded to include work-life balance (WLB) issues. In the same vein, several issues would need to be conceptualized and added to the common variables when dealing with traditional employees. As such, the issue would thus become too complex to be analyzed by the system theory.

[bookmark: _Toc39799789][bookmark: _Toc39800137]10.		Human Relations Theory
Another relevant theory to human resource management and which can be used in understanding how WFH employees will behave in terms of AOC is the Human Relations Theory. The human relations theory was propounded by Elton Mayo in the 20th century. Elton Mayo was a psychology scholar who lived between 1880 and 1949.  The human relations theory states that social factors like group membership and participation or being given personal attention are more effective in motivating employees and increasing their productivity than environmental factors like condition of service or monetary inducement (Bruce and Nyland, 2011). The human relations theory was reportedly inspired by the results of a study conducted by Mayo when he was commissioned to find a way to increase productivity of workers who were dissatisfied with their organizations. 
         Mayo conducted a quasi-experimental study by first changing environmental variables like lighting, temperature and length of time spent for break. In line with a priori expectation, improvements in the variables lead to improved workers’ satisfaction. Mayo also increased variables like time that workers are to work and the volume of work to be done. The scholar expected the later variables to cause dissatisfaction but surprisingly, the change lead to increase in satisfaction. Based on these findings, Elton Mayo and several other studies, developed the Human Relations Theory.
The application of the Human Relation Theory in the context of WFH employees may throw up some unique challenges. There is a challenge of relating with employees who are at spatially different locations from not only the manager but also co-workers. Although communication technology can provide vital link but sometimes ‘non-intimate’ nature of such link (Wardecker et al., 2016) may create a disconnect that may be counterproductive to mutual relationships (Tenenberg and Kolikant, 2014; Kong and Kwok, 2012).
[bookmark: _Toc39800138]11.	Modern Management 
[bookmark: _Toc39799791]The modern management theory tries to address complexities and variation in people’s needs over time advocating for use of rational rather than emotional management tools in dealing with business cases. The model substantially counters the classical management theory which emphasizes monetary inducement as central in people’s management. The modern management theory supports the use of mathematical modeling towards understanding the relationship between managers and employees. Mathematical tools such as return on investment, benefit-cost ratio etc are common tools in use based on the theory. 
The theory of Modern management emphasizes socio-scientific approach to organizational management. The theory recognizes that on-the-job training can help in improving the knowledge and productivity of employees rather than relying substantially on monetary incentives towards improving productivity.
The problem of managing AOC among WFH employees includes complexity of structure and organisation. Although the use of technology (particularly computer softwares) favoured by the theory is helpful to some extent in managing complex problem, the model still suffer from the problem associated with reductionism (Hodgson, 1993). 
A plausible alternative to the foregoing theories towards managing AOC among WFH employees appears to lie within dynamic, self-learning, evolutionary and autonomous system.  Machine Learning and AOC appear to fit this description (Ruby and Jayam, 2018). Machine learning (ML) and Artificial Intelligence (AI) may hold promise towards not just understanding the various complex variables that may influence AOC but also help in managing AOC among the WFH employees.
Scientific management theory
Frederick Taylor the mechanical engineer in the united states of America who was amongst the earliest management theorists, founded the scientific management theory. scientific study on work performance was carried out by Frederick Taylor and associates which their philosophy highlighted that forcing people to work rigorously hard wasn’t the greatest way to improve results, rather Taylor suggested make things easier tasks to maximize   productivity. The strategy was slightly different from how businesses were conducted beforehand. Some incentive like money was created by Taylor which came to why the “fair day’s wages for a fair day’s work” came into existence and ever since then the scientific management theory has been practice worldwide.

The contingency management theory
The contingency management theory by Fred Fiedler  is a core thought behind the contingency management theory that there is no particular approach of management is situatable for every organization, because there are numerous  internal factors as well as external factors that will definitely affect the desire chosen management approach, contingency management theory classifies three variables expected to impact in organizational structure which are the capacity of the organization, the technology involved and the leadership styles.  Fred Fiedler anticipated that the characteristic’s of a leader show in the effectiveness of  how he led, which means the leader should be flexible so as to adjust to the shifting environment and  communicate openly, which brings us to the conclusion that contingency theory has no one particular system for managing an organization but quick to categorize the particular management style fit for a specific circumstances.


[bookmark: _Toc39799793][bookmark: _Toc39800139]12.       Conclusion
	The business world is changing, and this change necessitates re-evaluation of bundles of business and management practices and tools that are traditionally used by managers in business management and researchers in explaining business and management variables. Theories are important business tools used by managers and researchers in explaining relationships between or among variables of interest in business management. A contemporary management issue is how to maintain or improve employee work commitment given increasing momentum that WFH work culture is gaining, at this time, in the business world. The traditional theories on work commitment hold that socialization, organizational change, human resource practices, interpersonal relations, employee/organizational relations among other antecedent variables predict AOC. A review of relevant literature seems to suggest otherwise judging from remarkable conceptual chaos and methodological shortcomings that pervade extant literature on the subject matter.  Judging from paucity of studies that specifically measures the relationships between human resource practices and AOC in the context of WFH employees as well as the numerous changes that have occurred in the 21st century, the reliability of the theories becomes questionable. A review of the system theory and applicability test to the problem at hand shows better promise at understanding the relationship between the variables in the context of WFH employees. 
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