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Abstract

1. Narcissism is a type of personality attribute experienced by people and organizations with
productive or unproductive dimensions. This research investigated the correlation between leader
perceptions of productive organizational narcissism density (OND) as it relates to turnover
intention with organizational commitment as a mediating factor. Two hundred questionnaires
were distributed to gather data on this relationship.  Twenty-two questions addressed
organizational commitment and turnover intentions, and 34 questions were used to identify
organizational narcissism. A non-probability convenience sampling technique was used to collect
data. The population of this study consisted of companies from both corporations and the military
sectors in the United States. Employees working at different hierarchical levels were targeted,
comprising of managers and leaders. The study revealed that productive organizational narcissism
density had an inverse correlation to turnover intention.  Other research sought out only to
understand organizational narcissism as it relates to pathological factors; however, they are not
actionable and this research will delve on productive organizational narcissism effect on
employee turnover intention and organizational commitment. The purpose of the study is to help
managers become aware of the advantages of productive organizational narcissism as it may
affect organizational commitment of subordinates and eventually, have a direct effect on turnover
intentions.

Keywords: Productive Organization Narcissism density (OND), Organizational (Culture, Personality,

Identity), Social Identity Theory, Turnover Intentions, and Organizational Commitment (OC).

Introduction and Literature Review

Employee turnover has been always a key concern faced by organizations regardless of location, size,

business strategy, and nature of one’s business (Campion, 1991). The explicit impact of replacing an

employee varies based on many factors, including the difficulty of filling the position, the amount of

training required for new employees, and specific costs such as recruiter fees or advertisements. Yin-

Fah, Foon, Chee-Leong, and Osman (2010) cited employees’ turnover as a serious issue, especially in

the field of human resource management. Ali (2009) also cautioned that organizational cost

expenditure will increase if the high rate of employee turnover is not addressed.

Turnover intentions are the thoughts of the employee regarding voluntarily leaving the organization
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(Whitman, 1999). The effects of turnover intentions include a decrease in morale, reduction in
efficiency, and in customer relations. Turnover should be managed by organizations because of the
aforementioned consequences, in addition to financial losses (Abbasi and Holman, 2000). Turnover
intentions are long-term, for example an employee can plan to leave within six months to a year
before actually quitting. This is detrimental, as the employer may not have enough time to recruit,
hire, and train a new employee to replace the recent loss. High turnover rates can further damage
employee’s commitment levels within the organization. Therefore, it is imperative that organizations
begin to understand and address the reasons behind employee’s turnover intentions. A person’s
intention to quit seems to be negatively related to organizational commitment (Angle and Perry,
1981).

The concept of organizational commitment is studied by eliciting workplace behaviors and attitudes
(Mathieu and Zajac, 1990; Meyer and Allen, 1991). Organizational commitment is associated with
two important organizational problems, employees’ intention to leave and then the actual decision to
quit the organization (Allen and Meyer, 1996). Organizational commitment includes employee’s
organizational loyalty, eagerness to be the part of organization, willingness to do their best for the
organization, and the extent to which employees perceive organizational goals and values as their own
(Bateman and Strasser, 1984). Research conducted by Meyer and Allen (1991 and 1997) on
organizational commitment has demonstrated commitment can be characterized by a three-component
model with three different mindsets— desire (affective), obligation (normative), and cost
(continuance). Employees with a strong affective commitment (high Affective Commitment scores)
stay because they want to, those with strong normative commitment (high Normative Commitment
scores) stay because they feel they ought to, and those with strong continuance commitment (high
Continuance Commitment scores) stay because they believe they have to do so.

The culture of the organization plays a vital role in getting buy-in from the employees. For example,
organizations high on narcissism and focuses on its vision can either cause members to lose faith in or
embrace the vision of the organization. Organizational commitment could play a mediating role
between organizational narcissism density (OND) and turnover intention, and thus explain this
complex relationship (Wells & Peachey, 2011).

Previous research has critically assessed the theoretical approach of narcissism only to understand its
negative consequences, and the trajectories of its adverse impact. Narcissism is a term that describes
a person who is self-absorbed. A narcissist displays a sense of self-importance, fantasizes obsessively
about success and power, assumes a strong sense of uniqueness, lacks empathy, and often exploits or
takes advantage of others. These behaviors protect the narcissist’s identity and fragile self-esteem.
Organizations can also become self-absorbed and focus on protecting an identity that has taken on
extreme unproductive narcissistic qualities (Duchon and Burn, 2008). The researches on
organizational narcissism, like the aforementioned are inherently limited in scope, and purpose. Such
narrow research only focuses on the extreme forms of organizational narcissism and how detrimental
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it is to organizations. This study argues that healthy, productive narcissistic organizational
narcissism traits can raise the performance of an organization, improve commitment and lower
turnover intention. Current research aims at broadening the scope, understanding and defining
productive organizational narcissism density (OND) as a personality. A study by Westerman and Cyr
(2004) mentioned, specific personality traits have relatively weak effects on withdrawal process, they
are generally assumed to have no effects on turnover. The OND will be examined in this study to
predict its future relationship to turnover intention. This investigation will aim at analyzing whether
productive organizational narcissism personality can impact organizational commitment and turnover
intention by looking at the company as a whole, including all leaders and employees.

Discussion

Leadership has a strong link with manifesting the attitudes and behaviors that are expected to form the
identity, culture and personality of the organizations. Narcissistic leaders have major influence on
organizations, albeit, productive or unproductive. The focus on narcissism as has grown and keeps
growing exponentially. More and more research is being conducted to capture the nature of
narcissism as in relation to organization. This study has important practical implication for the leaders
and narcissistic organizations. The study revealed that productive organizational narcissism is a
strong predictor for reducing turnover intention while increasing organizational commitment. The
purpose of this study is to examine whether there is significant relationship between organizational
narcissism density and turnover intention. By using a correlation analysis, it is found that a
relationship between organizational narcissism and turnover intention is ranked high with negative
correlation. Its mean perceived organizational narcissism give impact on turnover intention. Thus,
when organizational narcissism is high, turnover intention will be low and if organizational narcissism
is low, turnover intention will be high. This result is support by this research.

Employees’ commitment is very important for an organization. Once the employees’ commitments
reduce, the organization could face the difficulty in retaining the employees. Additionally, the purpose
of this study is to examine whether there is any significant relationship between organizational
commitment and turnover intention. By using a correlation analysis, it is found that a relationship
between organizational commitment and turnover intention is ranked high with negative correlation.
Its mean perceived organizational commitment gives impact on turnover intention. Thus, when
organizational commitment is high, turnover intention will be low and if organizational commitment
is low, turnover intention will be high. This result is supported by both this research and the previous
researchers.

Needed Future Research

Productive organizational narcissism coupled with affective, normative organizational commitment
dimensions seems to have a growing importance in lowering turnover in organizations. Organizational
narcissism goes beyond exploitation of others and grandiosity, and deals more with the way the
organization can increase organizational commitment and in return raise the performance of the
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organization. Additional research is necessary to find out how and if interconnections of the two
organizational commitment (affective and normative), and perceived productive OND leads to
reduced turnover intention. Organizational commitment has been studied from so many theories
perspectives, however, Hall (1977) remarked that better abandon the term altogether and deal instead
with a set of concepts. Each of the concepts focused on one or another aspect of commitment. There
are two common categories of organizational commitment: affective and normative commitments
were found to be significant in this research and strongly correlated to OND and turnover intention.
Continuance commitment on the other hand, was not significant. This component was not a strong
predictor for turnover intention. This study revealed the higher the continuance commitment the
higher the turnover intention leading to a positive correlation.

Unlike affective and normative commitment, continuance commitment results from the exchange
relationship between employees and the organization (Meyer and Allen, 1997). Individuals become
continuously committed to an organization because of the benefits they get from continuing the
relationship with the organization increase. Research has been performed regarding identification and
measurement of predictors of continuance commitment compared to the other two. Furthermore,
continuance commitment may not be appropriate in predicting turnover intention since six of the eight
items measure monetary obligation to remain (Dunham, 1994). Continuance dimension is different
from affective and normative dimension in this current model. Continuance commitment dimension
fell out with OND as well as turnover intention proving that continuance is not an impactful or a
factor in this research model. What is the explanation for this finding? The result give insight that
continuance may have been impactful in other research models however; it certainly is not importance
vis-a-vis OND and turnover intention. This finding implies, if continuance commitment dimension is
high, it indicates that there is low or no commitment. Further research should investigate why
continuance (Should stay) commitment dimension is an important aspect of organizational
commitment?

Culturally, narcissism is viewed as toxic, negative, extreme and pathological. This research is one of
the first studies to focus on narcissism in a positive light as it relates productive organizational
narcissism and turnover intention. This study was conducted in an individualistic culture and rendered
positive correlations. It would be interesting to see how narcissism is perceived in a collectivistic
Asian culture. According to Hofstede (1980) and Redding and Wong (1986), it might be difficult to
transplant Western management techniques to other Asian cultures such as the Chinese culture (as
cited in Entrekin and Chung, 2001). The United States has a very individualistic culture compared
with the collectivist culture of Hong Kong that is strongly influenced in many respects by traditional
Chinese customs and Confucian values (Ralston, Gustafoson, Cheung and Terpstra, 1993).
Collectivism has been described using various terms including interpersonal relationships, behaviors,
locus of control, and power distance. In collective societies significance is placed upon
interdependence and the welfare of the group over the welfare of the individual. A sense of
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community thrives and social interactions are based upon norms, loyalty, and duty (Hwang, Francesco
and Kessler, 2003). Given such characteristics, it is thought that those living in a collectivist society
tend to exhibit more submissive behaviors (Li and Karakowsky, 2001).

Collectivism is exemplified in Asian cultures. It has been noted that Asians tend to: strive for
harmony and agreement, emphasize the group over the individual, focus on situations rather than
individuals, and exhibit a more external locus of control (Li and Karakowsky, 2001). The resulting
work attitudes and values typically found in a collectivist society include a sense of hierarchy, an
acceptance of authority or power, an obligation to work and a commitment to the employing
organization (Snape, Thompson, Kaching-Yan and Redman, 1998). Centralization, authoritarianism and
paternalism are characteristic of the power structure in workplaces within the collectivist culture
(Snape, et. al., 1998). Hofstede (1999) described the workplace in collectivist societies as applying
different standards to individuals based upon in or out-group membership (particularism), being
relationship-oriented, and highly moral. Employees tend to exhibit submissive behavior, are passive
and modest, and stress quality of life issues.

Individualistic cultures on the other hand are characterized as independence with a focus on personal
well-being. Personal objectives are of the utmost importance and behavior is contingent upon an
individual’s beliefs, values, and attitudes. Social relationships are based upon the theory of social
exchange through which parties to a relationship must receive from the relationship subjectively with
comparable returns if the relationship is to be perceived as fair by both parties (Hwang, Francesco,
and Kessler, 2003).

Hofstede (1999) described the workplace in individualist societies as applying the same standards to
all individuals (universalism), seeing others as human capital or potential, having a low power
distance, and being task-oriented. Employees tend to practices assertiveness, self-promotion,
development and focus on their careers.

Future research can look into compare and contrasts between the two distinctive cultures and explore
the perceived organizational narcissism density from a cultural perspective, discussing the similarities
and dissimilarities of OND and turnover intention in individualistic cultures versus collectivistic
cultures, and to relate the inevitable problems that might arise because of specific cultural differences.
For instance, narcissism from a cultural standpoint entices research because as organizations become
multi-national and trans-national corporations, it is fitting to understand organizational narcissism in
different cultures. The implications for a manager or an employee from an individualistic culture
being transferred to work for the same organization in a collectivistic culture or vice versa can be
quite an experience. Thus, it is relevant to research organizational narcissism density cross-culturally.
The main difference between individualism and collectivism is the degree to which individuals
identify with the group. Li and Karakowsky (2001) suggested such cultural differences might
influence organizational narcissism density and turnover intention. Further, Snape, et al. (1998)
concluded that because workplace attitudes differ greatly between individualist and collectivist
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societies, such as Hong Kong and Britain, employees experience very different perception of
organizational narcissism density in the workplace. In addition, employee affect and reactions may
differ in reference OND, organizational commitment and turnover intention.

Moreover, research can be done in different industries such as management, engineer and or
marketing using the same model to see how productive organizational narcissism density will impact
turnover in those fields. It would be expected to have similar results for each industry as for this
study. Another avenue to explore could be the person-organization fit theory. Leadership focuses on
the interactions taking place between leaders and followers; future research should concentrate on
analyzing the interactions taking place between leaders and organizations, and the frameworks where
they interface to develop a more integrative organizational ecosystem.

Additionally, this line of research dealing with productive organizational narcissism density and
turnover mediated by organizational commitment dimensions can be improved by using a mixed
method approach because a qualitative approach allows for triangulation of the data to understand the
meaning of the variables, and a quantitative approach would allow for an examination of the impact of
the constructs. With the incorporation of quantitative analysis, it is also possible to capture a
multiplicity of participants’ experience and perspectives that reflect the OND influences, which focus
on the critical factors conducive to the generation of new theories. This particularity applies to
constructs such as organizational narcissism density captured through the lens of the leaders and
managers perception. The development of theory from a mixed method study will then give space to
create objective approaches that will increase the validity of organizational narcissism density
instruments for future researchers.

References

Abbasi, S. M., and Hollman, K. W. (2000). Turnover: The Real Bottom Line. Public Personnel
Management, 29, 333-342.

Angle, H. L., & Perry, J. L. (1981). An Empirical Assessment of Organizational Commitment and
Organizational Effectiveness. Administrative Science Quarterly, 26, 1-13.

Bateman, T., & Strasser, S. (1984). A Longitudinal Analysis of the Antecedents of organizational
Commitment. Academy of Management Journal, 21, 95-112.

Campion, M. A. (1991). Meaning and Measurement of Turnover: Comparison of Alternative
Measures and Recommendations for Research. Journal of Applied Psychology, 76, 199-212.

Duchon, D., & Burns, M. (2008). Organizational Narcissism. Organizational Dynamics, 37(4), 354-
364.

Entrekin, L., & Chung, Y. W. (2001). Attitudes towards different sources of executive appraisal: a
comparison of Hong Kong Chinese and American managers in Hong Kong. International Journal of
Human Resource Management, 12 (6), 965-987.

Hall, D. T. (1977). ‘Conflict and congruence among multiple career commitments as the career
unfolds.” Paper presented at annual meeting of Academy of Management, Orlando, Florida.

International Journal of Business Research and Management Practices in Global Environments (ISSN: 2473-4047)  Volume-1, Issue-1 (2017)



(30]

Hatch, M. J., & Schultz, M. (1997). Relations between Organizational Culture, Identity and Image.
European Journal of Marketing, 31, 356-365.

Hofstede, G. (1999). Think locally, act globally: cultural constraints in personnel management.
Management International Review, 38(2), 7-26.

Hwang, A., Francesco, A. M., & Kessler, E. (2003). The relationship between individualism-
collectivism, face, and feedback and learning processes in Hong Kong, Singapore, and the United
States. Journal of Cross-Cultural Psychology, 34(1), 73-91.

Li, J. & Karakowsky, L. (2001). Do we see eye-to-eye? Implications of cultural differences for cross
cultural management research and practice. The Journal of Psychology, 135(5), 501-517.

Mathieu, J. E., & Zajac, D. M. (1990). A Review and Meta-Analysis of Antecedents, Correlates, and
Consequences of Organizational Commitment. Psychological Bulletin, 108(2), 171-194.

Meyer, J.P., Allen, N.J., & Gellatly, L.R. (1990). Affective and continuance commitment to the
Organization: evaluation of measures and analysis of concurrent and time-lagged relations. Journal of
Applied Psychology, 6, 710-720.

Meyer, J. P., & Allen, N. J. (1991). A Three-Component Conceptualization of Organizational
Commitment. Human Resource Management Review, 1, 61-98.

Meyer, J.P., Allen, N.J., & Smith, C.A. (1993). Commitment to organizations and occupations:
Extension and test of a three-component conceptualization. Journal of Applied Psychology, 78, 538-
551.

Ralston, D. A., Gustafoson, D. J., Cheung, F., & Terpstra, R. H. (1993). Differences in managerial
values: a study of US, Hong Kong, and PRC managers. Journal of International Business Studies,
24(2), 249-275.

Snape, E., Thompson, D., Kaching-Yan, F., & Redman, T. (1998). Performance appraisal and culture:
practice and attitudes in Hong Kong and Great Britain. The International Journal of Human Resource
Management, 9(5), 841-861.

Wells, J. E., & Peachey, J. W. (2011). Turnover Intentions: Do Leadership Behaviors and
Satisfaction with the Leader Matter? Team Performance Management, 17(1), 23-40.

Whitman, M. F. (1999). Antecedents of Repatriates' Intent to Leave the Organization. Sarasota, FL:
University of Sarasota.

Yin-Fah, B.C., Y.S. Foon, L. Chee-Leong and S. Osman, 2010. An exploratory study on Turnover
intention among private sector employees. Int. J. Bus. Manage. 5: 57-64.

Yurdugiil, H. Olgme Kuram ve Giivenrilik Katsaylar. Retrieved October 10,
2014,http://yunus.hacettepe.edu.tr/~yurdugul/3/indir/Guvenirlik.pdf

International Journal of Business Research and Management Practices in Global Environments (ISSN: 2473-4047)  Volume-1, Issue-1 (2017)



