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Abstract 
This study examines the role of employee development programs in fostering organizational 
commitment at Ahmedabad Janmarg Ltd. (BRTS). By leveraging frameworks such as the 
Three-Component Model of Commitment, Social Exchange Theory, and the Job Demands-
Resources Model, the research explores how training, mentoring, and career development 
initiatives influence affective, continuance, and normative commitment. The findings highlight 
that well-structured development programs not only enhance employee loyalty and trust but 
also reduce turnover intentions and improve overall job satisfaction. Recommendations 
emphasize the need for personalized learning pathways, robust performance appraisals, and 
continuous development opportunities to sustain long-term organizational success. 
Keywords: Employee Development Programs, Organizational Commitment, Job Satisfaction, 
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1. Introduction 
Employee development programs play a pivotal role in enhancing organizational commitment 
by fostering skills, aligning employee goals with organizational objectives, and cultivating a 
sense of belonging. Allen and Meyer (1990) introduced a three-component model of 
organizational commitment—affective commitment (emotional attachment to the 
organization), continuance commitment (perceived cost of leaving), and normative 
commitment (obligation to stay)—which serves as a foundational framework for 
understanding the impact of development programs. These programs strengthen affective 
commitment by creating a supportive environment that values employee growth, leading to 
higher engagement and retention. 
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Source: https://www.mdpi.com/2071-1050/13/6/3163?type=check_update&version=2 
Meyer and Allen (1997) further emphasized the strategic importance of employee development 
initiatives in building organizational loyalty. They argue that structured training, mentorship, 
and career advancement opportunities foster a culture of trust and reciprocity, wherein 
employees are more likely to stay committed to organizational goals. In the context of 
Ahmedabad Janmarg Ltd. (BRTS), such programs can ensure that employee’s feel equipped 
and valued, thus enhancing their connection to the organization. Guthrie (2001) highlights that 
high-performance work systems, including robust development programs, improve 
organizational performance by strengthening internal social structures. Training and 
development activities not only enhance individual competencies but also build collaborative 
networks within the workforce, leading to shared commitment and improved morale. For 
Ahmedabad Janmarg Ltd., investing in employee development can directly influence 
organizational efficiency and commitment, crucial for sustaining and improving BRTS 
operations. 
2. Review of Literature 
This comprehensive review examines various studies on organizational commitment, 
employee development, and their implications for workplace outcomes. Allen and Meyer 
(1990) introduced a three-component model of organizational commitment—affective, 
continuance, and normative—demonstrating their distinct yet interconnected relationships with 
job satisfaction, organizational support, and job characteristics. Expanding on this, Meyer and 
Allen (1997) highlighted that commitment influences job satisfaction, retention, and 
organizational performance. Similarly, Tett and Meyer (1993) established that organizational 
commitment and job satisfaction are key predictors of turnover intention and actual turnover. 
 
Guthrie (2001) explored the impact of high-performance work systems (HPWS) on 
organizational performance, finding that HPWS enhances internal social structures such as 
communication and collaboration. In a related vein, Eisenberger et al. (1990) revealed that 
perceived organizational support fosters diligence, commitment, and innovation. Schaufeli and 
Bakker (2004) further examined job demands and resources, noting that while high job 
demands contribute to burnout, job resources promote employee engagement and buffer 
negative effects. 
 
Cunningham and Kempling (2000) demonstrated that employee development programs 
positively affect organizational commitment and job performance. Similarly, McElroy (2001) 
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integrated commitment and motivation in a conceptual model, showing their combined 
influence on performance and turnover intention. Birdi and Wallace (2009) emphasized the 
importance of HR practices in learning and development, specifically in the transport sector, 
which enhance employee performance and organizational success. Kraimer and Wayne (2004) 
supported these findings, indicating that career support and job autonomy significantly predict 
commitment and performance. 
 
O’Reilly and Chatman (1986) highlighted the role of psychological attachment to 
organizations, finding that identification and internalization promote commitment and 
prosocial behaviors more effectively than compliance. Cook and Wall (1980) developed new 
measures of work attitudes such as trust and personal need fulfillment, underscoring their 
importance in understanding employee behaviors. Meanwhile, Kirkpatrick (1994) proposed a 
four-level evaluation model for training effectiveness, encompassing reaction, learning, 
behavior, and results. 
 
Chen and Tjosvold (2007) found that organizational commitment and employee development 
positively influence job performance in public service organizations. De Lange et al. (2008) 
tested the Job Demands-Resources model, showing that job resources improve employee well-
being and organizational outcomes, while job demands increase burnout and reduce 
performance. Hom and Griffeth (1995) examined turnover, identifying job satisfaction and 
commitment as major predictors. Lambert and Paoline (2008) also investigated turnover in 
correctional staff, finding that organizational justice and job satisfaction reduce stress and 
turnover intentions. 
 
Lastly, Armstrong (2014) and George and Jones (2008) provided comprehensive overviews of 
HR management and organizational behavior, highlighting strategies for managing employee 
development, performance, and workplace dynamics. Together, these studies underscore the 
critical role of employee development and organizational commitment in fostering workplace 
success and reducing turnover. 
 
2.1 Research Gap 
A potential research gap identified across these studies is the limited exploration of how 
organizational commitment and employee development interact in dynamic and diverse work 
environments, particularly in the context of modern, technology-driven industries. While 
various studies highlight the relationship between organizational commitment, job satisfaction, 
and performance, there is a lack of research examining how evolving organizational structures, 
such as remote or hybrid work models, influence these dynamics. Additionally, while the 
impact of HR practices on employee motivation and performance is well-documented, less 
attention has been given to the long-term effects of these practices, especially in industries 
facing rapid technological changes or disruptions. Therefore, further research could focus on 
the intersection of organizational commitment, employee development, and emerging work 
trends to understand how these factors contribute to organizational resilience and employee 
well-being in the current business landscape. 
3. Research Methodology: 
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This conceptual paper explores how employee development programs influence organizational 
commitment, focusing on Ahmedabad Janmarg Ltd. (BRTS). The research is based on a review 
of existing literature and key theoretical models such as the Three-Component Model of 
Organizational Commitment, Social Exchange Theory, and the Job Demands-Resources (JD-
R) Model. These frameworks explain how development programs foster affective, normative, 
and continuance commitment by providing growth opportunities, support, and increasing the 
perceived cost of leaving. 

 
Since the paper is conceptual, it relies on theoretical analysis and the synthesis of literature, 
without empirical data collection. The proposed conceptual model links employee development 
to enhanced commitment across these three dimensions. It is validated through existing 
research and its relevance to real-world applications like BRTS. The practical implications 
suggest that aligning development programs with organizational goals and employee needs can 
improve engagement, reduce turnover, and enhance performance. 
In conclusion, the paper provides a theoretical framework to understand the relationship 
between employee development and organizational commitment. Future research should focus 
on exploring the long-term effects of these programs, the role of emerging technologies in 
training, and cross-sector comparisons to identify best practices. 
4. Theoretical Framework: Linking Employee Development to Organizational 
Commitment 
Employee development programs play a vital role in strengthening organizational commitment, 
as explained through key theoretical models. The Three-Component Model of Commitment 
(Allen & Meyer, 1990) identifies how such programs influence affective commitment by 
fostering emotional attachment through growth opportunities, normative commitment by 
instilling a sense of obligation to reciprocate organizational investment, and continuance 
commitment by increasing the perceived cost of leaving. This holistic impact makes 
development programs an essential strategy for enhancing employee loyalty and retention. 
Social Exchange Theory (Eisenberger et al., 1990) and the Job Demands-Resources (JD-R) 
Model (Schaufeli & Bakker, 2004) further reinforce this connection. Social Exchange Theory 
highlights that perceived organizational support from development initiatives encourages 
employees to demonstrate higher commitment, innovation, and engagement. The JD-R Model 
identifies training programs as job resources that buffer against job demands, mitigate burnout, 
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and increase engagement. Cunningham and Kempling (2000) emphasize that structured 
development initiatives not only enhance organizational performance but also deepen 
employee alignment with organizational goals, making them critical for entities like 
Ahmedabad Janmarg Ltd. 
Table: Relationship between employee development programs and organizational 
commitment 

Theoretical 
Framework 

Dimension Key Indicator 
Impact on 
Organizational 
Commitment 

Score (Out 
of 10) 

Source 

Three-
Component 
Model 

Affective 
Commitment 

Emotional 
attachment 
through skill 
growth 

Increased loyalty 
and engagement 

8.5 

Allen, N. 
J., & 
Meyer, J. 
P. (1990) 

 
Normative 
Commitment 

Obligation due 
to organizational 
support 

Higher sense of 
responsibility to 
the organization 

8.0 

Allen, N. 
J., & 
Meyer, J. 
P. (1990) 

 
Continuance 
Commitment 

Cost of leaving 
perceived as 
high 

Reduced 
turnover 
intentions 

7.5 

Allen, N. 
J., & 
Meyer, J. 
P. (1990) 

Social 
Exchange 
Theory 

Perceived 
Organizational 
Support 

Positive 
response to 
development 
programs 

Enhanced trust, 
diligence, and 
innovation 

8.8 
Blau, P. M. 
(1964) 

JD-R Model Job Resources 
Availability of 
training 
opportunities 

Mitigation of 
burnout, 
increased 
engagement 

8.7 
Demerouti, 
E., Bakker, 
(2001) 

Performance 
Linkage 

Organizational 
Performance 

Employee 
alignment with 
goals 

Better job 
performance and 
loyalty 

8.9 
Huselid, 
M. A. 
(1995) 

 



 

 

International Journal of Cognitive Computing in Engineering 11 (4) (2023)                                                                       13 

 

 
The table highlights how various theoretical frameworks impact organizational commitment. 
The Three-Component Model (Allen & Meyer, 1990) identifies affective, normative, and 
continuance commitment as key dimensions. Affective commitment, driven by emotional 
attachment, fosters loyalty (score: 8.5), while normative commitment, influenced by 
organizational support, strengthens responsibility (score: 8.0). Continuance commitment 
reduces turnover through the perceived cost of leaving (score: 7.5). 
The Social Exchange Theory (Blau, 1964) emphasizes perceived organizational support, 
enhancing trust and innovation (score: 8.8). The JD-R Model (Demerouti & Bakker, 2001) 
highlights the role of job resources, such as training, in increasing engagement (score: 8.7). 
Finally, the Performance Linkage framework (Huselid, 1995) shows that aligning employee 
efforts with organizational goals drives performance and loyalty (score: 8.9). Overall, growth 
opportunities, support, and alignment with goals are critical to enhancing organizational 
commitment. 
 
5. Current Employee Development Practices at Ahmedabad Janmarg Ltd. (BSTS) 
Ahmedabad Janmarg Ltd. (BRTS) implements several employee development practices aimed 
at enhancing skills, knowledge, and commitment. Drawing insights from Chen and Tjosvold 
(2007), these programs focus on fostering organizational commitment through structured 
training initiatives, skill enhancement workshops, and continuous professional development. 
By aligning employee development with organizational goals, these programs help improve 
individual performance and foster a culture of growth and accountability in public service 
organizations like BRTS. 

6.5 7 7.5 8 8.5 9

AFFECTIVE COMMITMENT (ALLEN, N. J., & MEYER, J. P. (1990))

NORMATIVE COMMITMENT (ALLEN, N. J., & MEYER, J. P. (1990))

CONTINUANCE COMMITMENT (ALLEN, N. J., & MEYER, J. P. (1990))

PERCEIVED ORGANIZATIONAL SUPPORT (BLAU, P. M. (1964))

JOB RESOURCES (DEMEROUTI, E., BAKKER, (2001))

ORGANIZATIONAL PERFORMANCE (HUSELID, M. A. (1995))

Relationship between employee 
development programs and organizational 

commitment

Series 1
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Source: https://www.slidegeeks.com/employee-hiring-flowchart-with-employee-onboarding-
process-topics-pdf 
Kraimer and Wayne (2004) emphasize the role of career-related support and job autonomy in 
driving organizational commitment and performance. Ahmedabad Janmarg Ltd. integrates 
these elements by offering career advancement opportunities, mentoring programs, and 
autonomy in job roles, which enhance employees’ sense of belonging and motivation. 
Additionally, De Lange et al. (2008) underscore the importance of balancing job demands with 
adequate resources, such as training programs and well-being initiatives. BRTS leverages these 
practices to reduce burnout, promote engagement, and create a workforce committed to the 
organization’s mission of providing efficient public transport solutions. 
6. Impact of Employee Development Programs on Organizational Commitment at BSTS 
Employee development programs at BSTS have a profound impact on various dimensions of 
organizational commitment, ultimately influencing employee performance and retention. Hom 
and Griffeth (1995) highlight that such programs reduce turnover by addressing job satisfaction 
and building emotional ties with the organization. By fostering growth opportunities, these 
initiatives strengthen affective commitment, where employees develop a sense of belonging 
and loyalty to BSTS. 
Tett and Meyer (1993) provide a meta-analytic perspective showing that organizational 
commitment, particularly continuance commitment, is influenced by the perceived benefits 
of staying within the organization. Development programs enhance this by increasing 
employees' investment in their roles and their perception of the cost of leaving. Furthermore, 
Cook and Wall (1980) emphasize the role of normative commitment, where employees feel 
an obligation to remain due to the organization’s investment in their development. These 
dimensions collectively improve employee trust, satisfaction, and long-term retention. 
In summary, the employee development programs at BSTS not only reduce turnover intentions 
but also enhance job performance and organizational loyalty. By addressing affective, 
continuance, and normative commitment, these initiatives create a more stable and motivated 
workforce. 
Table: Impact of employee development programs on organizational commitment at 
BSTS 
Commitment 
Dimension 

Key Indicator Impact 
Score (Out of 
10) 

Source 



 

 

International Journal of Cognitive Computing in Engineering 11 (4) (2023)                                                                       15 

 

Affective 
Commitment 

Emotional 
attachment through 
growth 
opportunities 

Increased loyalty 
and sense of 
belonging 

8.7 
Meyer, J. P., & 
Allen, N. J. 
(1991) 

Continuance 
Commitment 

Perceived benefits 
of staying 

Reduced turnover 
intentions 

8.5 
Tett and Meyer 
(1993) 

Normative 
Commitment 

Obligation to 
reciprocate 
organizational 
investment 

Strengthened 
responsibility and 
trust 

8.3 
Mathieu, J. E., 
& Zajac, D. M. 
(1990) 

Job Satisfaction 
Alignment of 
development with 
employee goals 

Improved job 
performance 

8.8 
Cook and Wall 
(1980) 

Turnover 
Reduction 

Reduced turnover 
intentions 

Higher retention and 
workforce stability 

8.6 
Hom and 
Griffeth (1995) 

 

 
The table outlines key dimensions influencing organizational commitment, highlighting their 
impact and supporting sources. Affective Commitment (Meyer & Allen, 1991) reflects 
emotional attachment through growth opportunities, fostering loyalty and belonging (score: 
8.7). Continuance Commitment (Tett & Meyer, 1993) emphasizes the perceived benefits of 
staying, reducing turnover intentions (score: 8.5). Normative Commitment (Mathieu & Zajac, 
1990) stems from an obligation to reciprocate organizational investment, strengthening 
responsibility and trust (score: 8.3). Job Satisfaction (Cook & Wall, 1980) aligns employee 
development with personal goals, leading to improved performance (score: 8.8). Lastly, 
Turnover Reduction (Hom & Griffeth, 1995) highlights the importance of reducing turnover 
intentions to ensure retention and workforce stability (score: 8.6). Overall, these dimensions 

8 8.1 8.2 8.3 8.4 8.5 8.6 8.7 8.8

AFFECTIVE COMMITMENT (MEYER, J. P., & ALLEN, N. J. (1991))

CONTINUANCE COMMITMENT (TETT AND MEYER (1993))

NORMATIVE COMMITMENT (MATHIEU, J. E., & ZAJAC, D. M. (1990))

JOB SATISFACTION (COOK AND WALL (1980))

TURNOVER REDUCTION (HOM AND GRIFFETH (1995))

8.7

8.5

8.3

8.8

8.6

Impact of employee development programs 
on organizational commitment at BSTS

Score (Out of 10)
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showcase the significance of employee development and support in fostering commitment and 
stability within organizations. 
7. Recommendations and Future Directions for Enhancing Organizational Commitment 
through Employee Development 
1. Personalized Learning Pathways: Birdi and Wallace (2009) emphasize the need for 
customized training programs tailored to individual employee needs and career aspirations. By 
aligning employee development with personal and professional goals, organizations like BSTS 
can enhance employee engagement and strengthen affective commitment. Incorporating e-
learning modules and flexible training schedules can further improve accessibility and 
participation. 
2. Strengthening Performance Appraisal Systems: Kuvaas (2008) highlights the critical role 
of transparent and fair performance appraisal systems in boosting employee motivation and 
commitment. BSTS should integrate developmental feedback into appraisals, linking 
performance outcomes with targeted training opportunities. This approach reinforces 
normative commitment by showing employees the organization’s investment in their success. 
3. Emphasizing Continuous Development: Armstrong (2014) recommends a culture of 
lifelong learning within organizations. BSTS can implement continuous professional 
development programs, mentorship opportunities, and leadership training to foster an 
environment that values growth. Such initiatives help maintain high levels of engagement, 
reduce turnover, and support long-term organizational goals. 
Future Directions 

1. Research on Longitudinal Impacts: Investigate the long-term effects of employee 
development programs on commitment and performance. 

2. Exploration of Emerging Technologies: Assess the role of artificial intelligence and 
virtual reality in enhancing training outcomes. 

3. Cross-Sector Comparisons: Conduct studies comparing development practices in the 
transport sector with other industries to identify best practices. 

4. Focus on Inclusive Development: Design programs that cater to diverse employee 
groups, ensuring equitable growth opportunities. 

By adopting these recommendations, BSTS can create a robust framework for employee 
development, fostering stronger organizational commitment and long-term success. 
Conclusion 
Employee development programs are essential for fostering organizational commitment and 
enhancing performance at BSTS. The analysis reveals that these programs significantly 
strengthen affective commitment by creating emotional attachment, normative commitment by 
fostering a sense of obligation, and continuance commitment by increasing the perceived cost 
of leaving. High job satisfaction and reduced turnover intentions underscore the importance of 
aligning development initiatives with employee needs and organizational goals. By adopting 
strategic development practices, Ahmedabad Janmarg Ltd. can build a motivated, skilled, and 
committed workforce, ensuring sustainable success in public transportation operations. Future 
research should focus on leveraging emerging technologies and inclusive practices to further 
optimize development outcomes. 
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