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ABSTRACT 

 

 Organizational commitment, or the extent to which employees are 

psychologically attached to or involved in their organization, is important to overall 

organizational success. The strength of the attachment and the dominant component 

of organizational commitment—affective, normative, or continuance—have 

implications for behavioral outcomes of employees. The purpose of this study was to 

examine the relationships of communication with civilian colleagues and non-

deployed military peers and leaders to changes in post-deployed organizational 

commitment of Army National Guard and Army Reservists. Frequency and channels 

of communication were examined. Additionally, relationships of deployment 

experiences, changes to the civilian organization, and recognition during reintegration 

were assessed. 

 The study found that with the exception of continuance commitment to the 

civilian organization, all levels of post-deployment commitment to both organizations 

experienced a statistically significant decrease. Support messages, workplace 

changes, leadership changes, combat exposure, and satisfaction with recognition by 

the civilian organization were found to be associated with changes in commitment. 
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CHAPTER ONE 

Introduction 

 

The September 11, 2001, terrorist attacks on the United States marked the 

beginning of change for Americans. The sense of safety Americans once felt while 

living in their country began to erode as they faced the reality of the attacks and the 

enormous loss of life. The government immediately responded with heightened 

security measures that complicated airline travel, increased security on borders, 

developed postal regulations to identify suspicious mail, and passed the Patriot Act 

allowing law enforcement officials greater access to individual privacy. In time, these 

changes, while inconvenient, became part of the daily routine of most Americans.  

However, one change resulting from the 9/11 attacks significantly altered the 

daily lives of a specific group of Americans unlike any other, the military reservists 

and National Guard personnel. Often called citizen-soldiers or weekend warriors, 

reservists and guard personnel traditionally fulfilled their military commitment by 

serving one weekend per month and completing two weeks of annual training. 

Additionally, reservists and guard personnel can be activated and required to serve 

short periods of additional service to provide assistance during local, state, or federal 

emergencies such as Hurricane Katrina. Their traditional role and mission, however, 

changed after the September 11, 2001, terrorist attacks, which marked the beginning 

of an era where the magnitude of reserve activations reached historical proportions 

(Loughran, Klerman, & Savych, 2006).  
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Between September 2001 and the end of November 2007, approximately 30% 

or 457,000 of the total number of troops deployed to Iraq and Afghanistan were 

reservists or guard personnel (Waterhouse & O’Bryant, 2008). Since the war began, 

approximately two-thirds of the country’s 550,000 reservists have been placed on 

active duty (Moskos, 2005). Not only is this the largest number of reservists who 

have faced combat duty since World War II, but their deployments have been for 

longer periods, many for 18 months, and often longer than deployments for active-

duty soldiers (Clinton, 2004; Loughran et al., 2006; Moskos, 2005; Palmeri, Grow, & 

Crock, 2004). Additionally, as the war on the Mideast continues, 84,000 reservists 

have been deployed more than one time (Korb, Rundlet, Bergmann, Duggan, & Juul, 

2007).  

Although citizen-soldiers from all military service branches have been 

activated in support of the war, the majority have been Army Reserve and Army 

National Guard1 members. Heavy reliance on Army Reservist and Army National 

Guard citizen-soldiers has remained consistent over the course of the conflict. In 

December 2004, they represented 86% of all citizen-soldiers activated; in June 2009, 

they comprised 77% of the total reserve forces activated (Army National Guard, 

2004; Army National Guard, 2009). 

Despite the addition of 65,000 troops to the all volunteer, active-duty  

                                                            
1 The federal government manages reserve units whereas Guard units are under state management. However, the 
President of the United States or the Secretary of Defense can "activate" state National Guard members into 
Federal military service during times of need. For the remainder of this paper, the term “reservists” or “reserves” 
includes both National Guard and Reserve units or soldiers. 
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manpower, the Army still falls short of handling lengthy conflicts without relying on 

its reserve component.  To meet current operational demands without utilizing reserve 

units, more than 250,000 additional soldiers would be required, which, while an 

economically viable target, is not feasible without reinstatement of the draft (Bailey, 

2007; Scully, 2008). According to General Charles Campbell, U.S. Army Forces 

Command, the result of these troop constraints is the military’s continued reliance on 

the Army National Guard and Reserve forces for an additional generation (Scully, 

2008). 

This continued reliance on reservists, particularly Army reserve components, 

presents a multitude of challenges for reservists, their families, communities, and 

civilian employers that merits further examination. Scholars have examined the 

effects these lengthy deployments have on retention and morale of reservists (Griffith, 

2005; Kirby & Naftel, 2000; Milliken, Auchterlonie, & Hoge, 2007; Moskos, 2005; 

Stetz, Castro, & Bliese, 2007), psychological distress experienced by reservists 

(Friedman, 2006; Kangt, Natelson, Mahan, Lee, & Murphy, 2003; Milliken et al., 

2007; Stuart & Bliese, 1998), relationships with family members and children 

(Friedman, 2006; Milliken et al., 2007), and changes to local economic conditions 

(Loughran et al., 2006). Others have examined the effects on employers who are 

faced with meeting customers’ demands without the services of their trained 

employees while at the same time remaining under obligation to follow employment 

laws protecting deployed reservists (Deligiannis, 2003; Settle, 2006). 
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Statement of the Problem 

Although scholars have examined several aspects of the extensive use of 

reservists in the current Middle East operations, one area remains relatively 

unexplored.  What has not been studied in any depth is the reintegration process 

experienced by reservists when they return to civilian employment once their 

deployment ends.  As de-activated reservists return to their civilian organizations, 

how different are the employees being welcomed home from when they first 

deployed? What effects have the lengthy absence and war experiences of the citizen-

soldier had on their organizational commitment?     

Scholars have linked organizational commitment to work-related attitudes and 

behaviors, including turnover intention and actual turnover (Allen & Meyer, 1990; 

Rhoades, Eisenberger, & Armeli, 2001), absenteeism (Mowday, Steers & Porter, 

1979; Somers, 1995), job performance (Meyer, Paunonen, Gellatly, Goffin, & 

Jackson, 1989; Riketta, 2002), and job satisfaction (Bateman & Strasser, 1984). 

Given the contribution of these attitudes and behaviors to organizational 

effectiveness, employers value a committed workforce.   

This study examines the channels of communication and the content of 

communication that post-deployed reservists had during deployment with coworkers 

and managers in both their civilian and military organizations. Furthermore, the 

relationships of this communication to the post-deployed reservists’ (a) perceptions of 

affective, normative, and continuance commitment to both their civilian and military 

organizations upon their return, (b) differences in perceptions of pre- and post-
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deployment commitment levels for both organizations, and (c) reintegration 

experiences are examined. Finally, the relationship of reservists’ deployment 

experiences and perceived changes to their civilian organizations on the three levels 

of commitment to both organizations are assessed.   

Research Questions 

Specifically, this study addresses the following research questions: 

RQ1: To what extent do post-deployed reservists report communication during their 

deployment with coworkers, supervisors and managers from their civilian 

employer and with their non-deployed peers and leaders from their Army 

Reserve or Army National Guard unit?  

RQ2:  What communication channels do post-deployed reservists report using to 

communicate with civilian coworkers, supervisors, managers, and non-

deployed military peers and leaders during their deployment? 

RQ3a:  Are there significant differences between post-deployed reservists’ pre- and 

post-deployment reports of affective, normative, and continuance commitment 

to their civilian organization? 

RQ3b:  Are there significant differences between the changes in affective, normative, 

and continuance commitment levels to the civilian organization of post-

deployed reservists reporting separation from their pre-deployment civilian 

employer and those reporting continued employment? 
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RQ4:   Are there significant differences between post-deployed reservists’ pre- and 

post-deployment reports of affective, normative, and continuance commitment 

to their Army Reserve or Army National Guard unit? 

RQ5:   To what extent did message content and frequency of communication with 

civilian colleagues and non-deployed reserve members during reservists’ 

deployment influence the differences in reported levels of affective, 

normative, and continuance commitment to their civilian and military 

organizations? 

RQ6:   To what extent did reservists’ deployment experiences influence the 

differences in their perceived levels of affective, normative, and continuance 

commitment to their civilian and military organizations? 

RQ7:   To what extent did changes in the civilian workplace reported by post-

deployed reservists influence the differences in their perceived levels of 

affective, normative, and continuance commitment to their civilian 

organization? 

RQ8:  What do post-deployed reservists propose would have facilitated their 

reintegration to their civilian organization after deployment? 

Contribution 

Studying the relationships of communication to the affective, normative, and 

continuance commitment levels of Army Reservists and National Guard members 

returning from deployment may provide both scholarly and pragmatic contributions.  
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First, findings from this study may advance the scholarly literature on the role 

of communication as it relates to organizational commitment and perceived 

organizational support. Meyer et al. (2002) reported in their meta-analysis on 

commitment that communication, particularly between managers and employees, is 

an antecedent to organizational commitment. Despite this, a recent search of the 

scholarly journals in the communication discipline on the topic of organizational 

commitment revealed a limited number of contemporary studies on the effects 

communication has on organizational commitment. More recent studies on 

organizational commitment and perceived organizational support, however, were 

identified in the scholarly literature in management and psychology disciplines. 

Given that this study closely examines the relationship of the communicator, medium, 

and message content on commitment, it can provide additional literature in this area. 

Second, the findings from this study may have pragmatic implications for 

organizations adjusting to the loss, albeit temporary, of valued employees.  

Employees who are experienced, trained, and possess high skill levels are not easily 

replaced. When the United States Army activates and deploys reservists from all 

walks of life, it creates gaps in civilian organizations’ ability to accomplish their 

objectives. This gap is widened if the deployment experience results in poor 

reintegration or repatriation of the employee, which could culminate in the 

employee’s permanent separation from the company. Ultimately, these findings will 

be used to offer strategies enabling civilian employers to not only show support for 
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their deployed reservists but also to facilitate returning reservists’ transition from 

warrior to worker.  

Organization 

This chapter of the dissertation introduced the problem and research questions 

to be addressed in the study.  In the following chapter, the literature relative to this 

study -- battlefield communication, repatriation and reintegration, and organizational 

commitment -- is reviewed. The survey instrument and data collection methods are 

described in the third chapter. Research findings and data analysis are presented in 

chapter four. Discussion and implications of the results along with the research 

limitations and suggestions for future research are offered in chapter five.  
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CHAPTER TWO 

Review of Literature 

 

Reservists are deployed for varying spans of time, often for more than a year. 

Once demobilized, they begin the reintegration process as they return to their civilian 

and military organizations. This study examines the relationship of communication 

between deployed Army Reservists and their civilian and non-deployed military 

colleagues on their perceived organizational commitment to their civilian employer 

and military unit.  To establish the context for this study, this chapter reviews the 

literature on battlefield communication, organizational commitment, and repatriation 

and reintegration. 

Battlefield Communication 

“A major characteristic of war has been the soldier’s isolation from  

spouses, family, friends, and the larger society” (Ender & Segal, 1998, p. 66). 

Throughout time, soldiers have sought a means to send messages to or receive 

messages and information from their friends and family at home. As far back as the 

Civil War, soldiers wrote tens of thousands of letters to anxious friends and family 

members. “Mail call” in World War II was associated with making soldiers’ 

loneliness bearable while strengthening fortitude and morale (Litoff & Smith, 1990). 

The enormous volume of mail during World War II led to the creation of Victory 

Mail   (V-Mail) by the American government.  Designed to save space on military 

cargo planes, V-Mail letters, written on specially designed notebook-sized paper, 
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were reduced onto microfilm for shipping and then enlarged to the size of a postcard 

for delivery (Litoff & Smith, 1990). The Military Affiliate Radio System (MARS), 

established in 1948, provided U.S. soldiers during the Korean and Vietnam conflicts 

the first opportunity for free, two-way radio communication with loved ones 

(Schumm, Bell, Ender, & Rice, 2004; Wong & Gerras, 2006). Beginning with the 

Grenada invasion, soldiers have had access to telephones (although expensive) to call 

home (Wong & Gerras, 2006).  

It was during the Gulf War in 1990 and 1991 that e-mail emerged as the key 

means for deployed soldiers to maintain contact with the home-front (Wong & 

Gerras, 2006). Additionally, some soldiers had access to facsimile (fax), videotapes, 

and teleconferences (Schumm et al., 2004). In a 2005 interview with a New York 

Times reporter where he discussed his study of soldier communication, Ender stated 

that “more than 95 percent of military personnel in Iraq report using e-mail, and 

nearly two-thirds say they use it three or more times a week” (Wielawski, 2005).  

This use of new communication media by soldiers is occurring within the larger 

context of expanding technology reconfiguring personal relationships, social 

institutions, and the political economy (Schumm et al., 2004). 

Segovia, a corporate leader in managed satellite network services, was 

contracted in 2003 by the United States government to provide satellite broadband 

Internet access throughout Iraq including Voice over Internet Protocol (VoIP) phone 

capability (Wong & Gerras, 2006).  As a result, soldiers could place phone calls to the 

United States for only four cents per minute (Wong & Gerras, 2006). However, 
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innovative Iraqi entrepreneurs offered soldiers another option for real-time, 

inexpensive, and more convenient communication. Soldiers could have a satellite dish 

and router installed in their living quarters and individual e-mail accounts established 

(Wong & Gerras, 2006). Soldiers were eager to take advantage of this technology to 

engage in more frequent communication with loved ones at home. By agreeing to 

share costs, soldiers spent approximately $300 for the equipment and $30 monthly for 

high-speed internet access; installation costs were later recovered when equipment 

was sold to the next incoming unit (Wong & Gerras, 2006). Soldiers embraced this 

technology and quickly began using webcams to access this service. Deployed 

soldiers began real-time, face-to-face communication with their family and friends. 

Not only has the means by which deployed soldiers communicate changed, 

but so has the frequency and quality of their communication. In their study of enlisted 

soldiers deployed in support of Operation IRAQI FREEDOM (OIF), Wong and 

Gerras (2006) reported being surprised that soldiers at forward operating bases 

reported frequent e-mail usage as well as real-time communication via telephone or 

text messaging with family members several times daily.  Additionally, Wong and 

Gerras (2006) reported that the quality of the interactions between soldiers and family 

members reflected a depth and level unattainable in only written letters or e-mail. 

Soldiers were emotionally involved, in real time, as they dealt with issues and 

problems on the home-front. 

The availability and affordability of synchronous communications has resulted 

in increased morale for deployed soldiers (Wong & Gerras, 2006). By retaining their 
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roles as father, mother, spouse, son, or daughter, deployed soldiers are involved in 

and connected with the day-to-day activities of their families. Additionally, this 

increased social connection or reduced social isolation of soldiers may have other 

positive effects.  Remaining emotionally connected and communicating with family 

while deployed may minimize the feelings of social isolation that have a strong 

association with post-traumatic stress disorder (Miller et al., 2002). Finally, these 

increased connections with family members during deployment have the potential to 

minimize problems during the soldiers’ reintegration. Returning soldiers have 

expressed concerns about whether their families will still need them; spouses, on the 

other hand, have worried about relinquishing their independence and decision-making 

abilities upon their soldier’s return to the family (Wong & Gerras, 2006). However, if 

through frequent communication during deployment the soldier remains an integral 

part of family problem-solving and decision-making processes, it may moderate 

reintegration issues.  

This use of new technology by soldiers to facilitate family interactions, 

maintain and enhance marriages, and foster friendships from a distance parallels 

industry use of technology to maintain feelings of connectedness with telecommuters. 

This similarity has led some scholars to refer to the military family as “tele-family 

commuters” (Schumm et al., 2004).  

Employee value. The importance of human capital, whether telecommuters, 

expatriates, or home office employees, to a firm’s success has been argued by 

organizational and human resource management scholars (Hitt, Bierman, Shimizu, & 
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Kochhar, 2001; Wright, Dunford, & Snell, 2001). Hitt et al. (2001) also posited that 

the relationship between human capital and performance is curvilinear; that is, a 

return on the investment of costly human capital may not be realized until employee 

skills are developed over time, which then results in increased effectiveness. 

Considering this relationship, along with the previously mentioned relationship 

between employee turnover and commitment, employers have a vested interest in 

maintaining a connection with their deployed reservists. 

Widespread access to communication technology along with the 

unprecedented number of reservists deployed to support the war on terror is at the 

center of this study.  With both families and corporate America using technology to 

maintain member roles and foster connectedness, the question becomes whether or 

not deployed reservists use available technology to maintain their role in and 

connection to their civilian employer and local military unit. Therefore, this study 

must first address the following research questions: 

RQ1: To what extent do post-deployed reservists report communication 

during their deployment with coworkers, supervisors, and managers from their 

civilian employer and with their non-deployed peers and leaders from their 

Army Reserve or Army National Guard unit?  

  RQ2: What communication channels do post-deployed reservists report using 

to communicate with civilian coworkers, supervisors, managers, and non-

deployed military peers and leaders during their deployment? 
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Organizational Commitment 

Communication and employee turnover are also linked to another construct in 

the scholarly literature on organizations. This construct, organizational commitment, 

is reviewed next.  

Workplace or organizational commitment has held the interest of 

organizational scholars representing multiple disciplines and practitioners for several 

decades.  Resulting from this scholarly interest is a large body of literature seeking a 

better understanding of the definition of organizational commitment, the foci or 

targets of commitment, the antecedents of commitment, and the myriad of work-place 

behaviors associated with having a committed workforce. Practitioner interest in 

workplace commitment is not surprising given the research findings associating 

employee commitment with positive behavioral implications including decreased 

turnover intention (Allen & Meyer, 1990; Somers, 1995; Tett & Meyer, 1993), lower 

absenteeism (Mowday, Steers & Porter, 1979; Somers, 1995), improved job 

performance (Meyer, Paunonen, Gellatly, Goffin, & Jackson, 1989), and job 

satisfaction (Bateman & Strasser, 1984). 

Commitment in general has been conceptualized and measured by scholars in 

a variety of ways. In their review of the commitment literature, Meyer and 

Herscovitch (2001) concluded that common to all definitions of commitment is a 

reference to it as a stabilizing force that guides behavior. However, variations to the 

definition focus on specific targets or foci (e.g., organization, profession, or 

supervisor) of commitment.  Furthermore, Meyer and Herscovitch (2001) posited that 
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commitment is distinguishable from exchange-based theories of motivation because 

when viewed as a binding force, commitment influences behavior that may appear to 

be contrary to an individual’s self interest.  

Variances in the conceptualization of commitment in general have resulted in 

differences in how scholars define organizational or workplace commitment. Allen 

and Meyer (1990) defined organizational commitment as “a psychological state that 

binds the individual to the organization (i.e. makes turnover less likely) (p.14). 

Mowday, Steers, and Porter (1979) defined organizational commitment as “the 

relative strength of an individual’s identification with and involvement in a particular 

organization” (p. 226). Weiner’s (1982) definition included “normative pressures to 

act in a way which meets organizational goals and interests” (p. 421). However, 

common to all conceptualizations of organizational commitment is a link to employee 

turnover (Allen & Meyer, 1990).  

Differences in the conceptualization of organizational or workplace 

commitment pertain to the psychological state or origin of the stabilizing force, the 

antecedent conditions fostering the development of commitment, and behavioral 

outcomes (other than turnover intention) stemming from commitment (Allen & 

Meyer, 1990; Meyer & Herscovitch, 2001). In an effort to synthesize the research on 

organizational commitment, Meyer and Allen (1991) developed one of the most 

researched and ultimately supported multidimensional models of organizational 

commitment (Meyer & Herscovitch, 2001).      
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Meyer and Allen’s Three-Component Model of Organizational 

Commitment.  In addition to synthesizing existing research on organizational 

commitment, Meyer and Allen’s (1991) three-component model was an attempt to 

resolve the confusion resulting from differences in the conceptualization and 

measurement of organizational commitment. They argued that although commitment 

was commonly viewed as a binding force experienced as a mind-set or frame of 

mind, less consensus existed about the nature of the mind-set. In their three-

component model, Meyer and Allen (1991, see also Allen & Meyer, 1990) posited 

that this psychological state stemmed from one or more of three distinguishable mind-

states. They labeled these mind-states, representing the three components of their 

model, as affective, continuance, and normative commitment (Allen & Meyer, 1990; 

Meyer & Allen, 1991). 

Affective commitment.  Rooted in Kanter’s (1968) concept of cohesion 

commitment, which is defined as “the attachment of an individual’s fund of 

affectivity and emotion to the group” (p. 507), affective commitment represents an 

emotional attachment to the organization. Mowday, Steers, and Porter (1979) 

characterized affective commitment as an individual’s acceptance of organizational 

values and a desire to remain at the organization. Employees who are affectively 

committed to an organization identify with, are involved in, and enjoy membership. 

Affectively committed employees remain with the organization because of their 

desire to do so. 
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Continuance commitment.  Derived from Becker’s (1960) concept of ‘side-

bets,’ continuance commitment represents the desire to remain with an organization 

resulting from recognition of the costs associated with terminating the relationship. 

This theory asks that one considers employees who invest time in learning skills that 

are not transferrable to other organizations, who have significant years of seniority, or 

who have vested pensions. These employees are ‘betting’ that their time and energy 

with the company will essentially pay off if they continue their employment in the 

organization. Employees who remain with an organization because it costs too much 

to leave, or stay because they perceive they believe they have no other choices, 

demonstrate continuance commitment.     

Normative commitment.  Less common than affective or continuance 

commitment, normative commitment represents a belief about one’s responsibility or 

obligation to an organization (Allen & Meyer, 1990; Meyer & Allen, 1991). Weiner 

(1982) described normative commitment as internalized pressures to act in ways that 

meet organizational goals and suggested that employees display these behaviors 

because “they believe it is the ‘right’ and moral thing to do” (p. 421). Familial and 

cultural socialization as well as organizational socialization influence an employee’s 

normative commitment (Weiner, 1982). For example, an employee who has family 

members or significant others who have been long-term employees of an 

organization, would be most likely to demonstrate normative commitment. 

Employees who continue employment because they feel obligated to or that they 

should remain demonstrate normative commitment.  
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Meyer and Allen (1997, 1991) argued that affective, continuance, and 

normative commitment are distinguishable components, not types, of commitment, 

and as such, are not mutually exclusive.  Although affective and normative 

commitment are highly correlated, the differences in magnitude of correlations with 

antecedent variables suggest they are distinguishable dimensions (Meyer, Stanley, 

Herscovitch, & Topolnytsky, 2002). Therefore, employees’ commitment to their 

organization could consist of varying degrees of all three components or dimensions 

(Meyer & Allen, 1997, 1991). For example, an employee could feel a strong desire to 

continue working for an organization but feel little or no obligation to do so.  Another 

might enjoy working for the company but also recognizes that leaving would present 

an economic challenge. Because an employee’s commitment profile likely consists of 

more than one dimension, Meyer and Allen (1997, 1991) suggest that researchers 

measure all three components simultaneously. 

Foci or Targets of Organizational Commitment.  The individuals or groups 

with whom employees identify or attach to are the foci of commitment (Reichers, 

1985).  As previously noted, conceptualizations of commitment vary based upon the 

foci or targets of commitment (Meyer & Herscovitch, 2001). Although theoretical 

work on organizational commitment focused on the organization itself as the target of 

commitment, contemporary research recognizes the existence of multiple foci 

because organizations are comprised of many subgroups. Meyer, Allen, and Smith 

(1993) illustrated the necessity of examining commitment using a multidimensional 

lens by demonstrating that employees not only display different components or forms 
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of commitment to the same target, but also display commitment to multiple targets. 

For example, employees can be committed to occupations (Meyer, Allen, & Smith, 

1993), top management, supervisors, work groups (Becker et al., 1996; Becker, 

1992), and unions (Angle & Perry, 1986).  

Meyer and Herscovitch (2001) argued that understanding both the form(s) or 

dimension(s) of commitment and the foci are advantageous to predicting the 

outcomes of commitment. Furthermore, this knowledge provides guidance for 

managers interested in fostering specific components of commitment among 

employees.  

In the present study, deployed reservists, unlike expatriates working for the 

same organization albeit at an overseas location, are essentially employed by two 

different organizations. Additionally, the differences in the nature of the work 

performed by and the work environment of deployed reservists can be extreme. 

Understanding reservists’ perceptions of their reported levels and foci of 

commitment, both before and after deployment, may assist civilian employers 

manage post-deployed reservists’ reintegration process. Therefore, the following 

questions are advanced by this research: 

RQ3a:   Are there significant differences between post-deployed reservists’ 

pre- and post-deployment reports of affective, normative, and continuance 

commitment to their civilian organization? 

RQ3b:  Are there significant differences between the changes in affective, 

normative, and continuance commitment levels to the civilian organization of 
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post-deployed reservists reporting separation from their pre-deployment 

civilian employer and those reporting continued employment? 

RQ4:   Are there significant differences between post-deployed reservists’ 

pre- and post-deployment reports of affective, normative, and continuance 

commitment to their Army Reserve or Army National Guard unit? 

Antecedents of Organizational Commitment. Identifying the antecedents to 

commitment, and specifically organizational commitment, has generated significant 

scholarly interest including completion of several meta-analyses (Mathieu & Zajac, 

1990; Meyer et al., 2002). To identify the factors leading to the development of 

commitment, Meyer and Herscovitch (2001) postulated that the mind-sets or attitudes 

associated with commitment must be considered. In Meyer and Allen’s three-

component model, desire is the mind-set characterizing affective commitment, 

perceived cost is associated with continuance commitment, and obligation with 

normative commitment (Meyer & Allen, 1990; Meyer & Herscovitch, 2001). For 

example, managerial actions taken to improve affective commitment must foster 

desire or strengthen the emotional bond between the employee and the organization, 

whereas an employer-funded retirement plan may foster the need to stay, or 

continuance commitment.  

In the most recent meta-analysis assessing antecedents of affective, 

continuance, and normative commitment, antecedent variables were grouped into four 

categories: demographic variables, individual differences, work experiences, and 

alternative/investments (Meyer et al., 2002). In reporting their findings that 
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demographic variables overall have little effect  in developing any form of 

organizational commitment, Meyer et al., reconfirmed Mathieu and Zajac’s (1990) 

outcomes. External locus of control and task self-efficacy, variables in the individual 

differences category, correlated only with affective commitment; they correlated 

negatively for locus of control and positively for self-efficacy (Meyer et al., 2002). 

All alternative/investment variables correlated more strongly with continuance 

commitment, as expected, except investments (Meyer et al., 2002). 

For organizational scholars and practitioners, however, the most significant 

findings reported by Meyer et al. (2002) were the stronger correlations between work 

experience variables and affective commitment. Positive correlation with affective 

commitment was reported for five (organizational support; transformational 

leadership; interactional, distributive, and procedural justice) of the seven variables; 

the remaining two (role ambiguity and role conflict) were negatively correlated 

(Meyer et al., 2002). These findings support the argument that organizations desiring 

to develop or improve affective commitment can do so by managing the work 

environment itself.  

Of all the correlations between work experience variables and affective 

commitment reported by Meyer et al. (2002), perceived organizational support had 

the strongest positive correlation. This correlation was further extended by van 

Knippenberg and Sleebos (2006), who reported a significant relationship between 

perceived organizational support and commitment in their study of faculty members 

of a Dutch university. Perceived organizational support, based upon the central tenet 
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of social exchange theory that individuals reciprocate what they receive (Blau, 1964), 

reflects employees’ beliefs regarding the extent to which the organization values their 

contributions and cares about their well being (Rhoades & Eisenberger, 2002; Allen, 

1992). Specifically, employees who perceive that the organization values them 

reciprocate by developing a stronger emotional bond or affective commitment with 

the organization (Rhoades & Eisenberger, 2002). The linkage between perceived 

organizational support and social exchange theory reaffirmed Eisenberger, 

Huntington, Hutchison, and Sowa’s (1986) position that employees’ affective 

commitment is influenced by their perception of how the organization demonstrates 

commitment to them by providing a supportive work environment.  

Factors shown to increase perceived organizational support include supervisor 

support; fair treatment; rewards and working conditions such as pay, promotions, and 

job enrichment; recognition (Rhoades & Eisenberger, 2002; Eisenberger et al., 1986); 

formal positive feedback (Allen, 1995); frequency and sincerity of praise and 

approval (Blau, 1964), and support programs including work-family programs and 

those allowing employees to both receive and give support to others (Grant, Dutton, 

& Russo, 2008). The inferred relationship between communication and these factors 

supports Mathieu and Zajac’s (1990) finding that communication was the strongest 

contextual antecedent reported. In their 2009 study on student organizational 

commitment, Forward, Daugherty, Michel, and Sandberg reported that perceived 

organizational support and communication positively correlated with organizational 

commitment, further solidifying this relationship. Furthermore, Forward et al. (2009) 
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argued for increased communication between students and faculty to increase 

commitment. Taken together, these findings warrant a closer examination of how 

communication facilitates perceived organizational support, which in turn may 

correlate with development of or strengthening of affective commitment.  

Correlates of Organizational Commitment. Although common to all three 

components of commitment are the correlations with withdrawal cognition, turnover, 

and turnover intention (Meyer et al., 2002), Meyer and Allen (1991) noted that the 

consequences of organizational commitment extend beyond these specific behaviors. 

The existence of organizational effectiveness requires more than employees’ desire to 

remain with the organization. What can add to organizational effectiveness is 

employees who desire to not only stay but are willing to perform their duties reliably 

and take initiative beyond their role requirements.   

Beyond turnover and turnover intention, the behavioral outcomes of 

commitment vary based on the different mind-sets associated with each of the three 

components.  It seems reasonable that affectively committed employees, those who 

want to be employed by the company, are more motivated to exert positive effort in 

carrying out their job duties and activities than those who feel obligated (normative 

commitment) or need to be employed (continuance commitment). In fact, in their 

summary of behavioral outcomes from multiple studies with diverse samples and 

various work performance indicators, Meyer and Allen (1997) argued that employees 

with strong affective commitment are more valuable to the organization than those 

with weak commitment. For example, affective commitment has been shown to be 
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significantly related to decreased absenteeism (Hackett, Bycio, & Hausdorf, 1994; 

Mathieu & Zajac, 1990; Somers, 1995), various self-reported measures of work effort 

and job performance (Meyer, Allen, & Smith, 1993; Randall, Fedor, & Longenecker, 

1990), and supervisors’ ratings of promotion potential (Meyer et al., 1989). Although 

positive relationships for these behaviors were reported for employees with normative 

commitment, the effects were weaker.  However, the evidence indicates that 

employees with strong continuance commitment, those who believe the costs of 

leaving the organization are too great, are more likely to be poorer performers and 

less valuable to the organization (Meyer & Allen, 1997).  

Behaviors other than in-role job performance have also been linked to 

organizational commitment. Organizational citizenship or extra-role behavior, work-

related behavior that “goes above and beyond” one’s job description, has been 

associated with affective commitment (Meyer et al., 1993; Shore & Wayne, 1993). 

Examples of extra-role behaviors include providing assistance to coworkers, 

volunteering for special organizational activities, and offering suggestions to resolve 

problems. Although weaker, normative commitment has also been positively linked 

to organizational citizenship; the results for continuance commitment have been 

mixed (Meyer & Allen, 1997). Meyer et al. (1993) reported that for workers who are 

dissatisfied with events at work, affective commitment was positively correlated with 

a willingness to offer suggestions for improvement and remain loyal.  Further, 

affective commitment was negatively correlated with propensity toward withdrawal 

behavior including ignoring the situation.  
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The benefits of affective commitment are not limited to the employing 

organization. Affectively committed employees also benefit. Meyer et al. (2002) 

reported that stress and work-family conflict correlated negatively with affective 

commitment, whereas continuance commitment correlated positively with these 

factors. Schmidt (2007) reported that the intensity of burnout variables (emotional 

exhaustion, depersonalization, and high work stress) decreased with increased 

affective commitment.  

Organizational Communication, Perceived Organizational Support, and 

Commitment. Workplace communication consists of messages about support such as 

employee benefits as well as messages of support such as expressions of concern or 

encouragement. Support messages occur in both informal and formal conversations, 

as well as through the behaviors of co-workers, immediate supervisors, and top 

management. Informal communication, defined here as voluntary conversation that is 

not directly related to accomplishing work-related tasks (Johnson, Donohue, Johnson, 

& Atkin, 1994), is recognized as a basic element of organizational life.  

Either implicitly or explicitly, formal or informal, workplace messages convey 

meaning about the employee–organization relationship. Much research supports the 

positive association of both supervisor-subordinate and coworker relationship quality 

with increased organizational commitment (Sias, 2005; Morrison, 2004; Peterson, 

Puia, & Suess, 2003; Raabe & Beehr, 2003; Sias & Cahill, 1998). Allen (1992) 

reported a strong relationship between employees’ perception of top management 

communication to both perceived organizational support and commitment. Through 
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its policies, for example, top management communicates the extent to which 

employees are valued or seen as easily replaced.  Additionally, formal conversation 

with a supervisor during a performance evaluation provides an employee with 

information about how strongly he or she is valued by the organization.  Results of 

two studies by Postmes, Tanis, and deWit (2001) reconfirmed Allen’s findings by 

showing that communications with superiors (vertical communications) are more 

strongly related to organizational commitment than are horizontal communications 

with coworkers.  

Providing opportunities for employees to give support to others has also been 

shown to increase affective organizational commitment. Giving time or money to an 

employee support fund to provide assistance to coworkers affected by Hurricane 

Katrina resulted in employees viewing their company as a caring organization that led 

to increased affective commitment (Grant, Dutton, & Russo, 2008).  Informal 

communication among coworkers also presents opportunities to provide support and 

understanding of both personal and work-related problems of fellow employees as 

well as to foster a sense of inclusion.  

The link between communication and affective commitment extends beyond 

perceived organizational support. Trombetta and Rogers (1988) reported that 

increasing job-related information and providing opportunities for employee 

participation in job-related decisions resulted in increased commitment. Quality of 

information, typically measured with regard to accuracy, timeliness, and usefulness 

(Allen, 1992, 1996), between coworkers and supervisors has been shown to be a 
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significant predictor of employee commitment (Sias, 2005). Coworkers are often a 

source for important organizational information not obtainable elsewhere (Sias, 

2005).  

Maintaining organizational commitment to their civilian organization may 

prove to be difficult for reservists deployed to support the war on terror. Unlike 

expatriates, who often have their families with them when they relocate overseas to 

perform a similar job for their same organization, reservists experience a myriad of 

changes.  Reservists are separated from family and friends, employed by a different 

organization, and tasked to perform jobs associated with high stress and danger. 

Overall, the duties and work environment of their military role during deployment 

bear little resemblance to either their former civilian job or their reserve work 

environments. Reservists experience drastic changes in job responsibilities, 

diminished feelings of safety and security while working, and changes in their 

benefits and compensation.  

As previously discussed, during overseas assignments both reservists (or 

expatriates) and their employing organizations experience change.  Changes in 

personnel, policy, procedures, or product offerings may affect returning reservists’ 

perception of and commitment to their civilian organization.  Additionally, the trauma 

and stress associated with war experiences may have a transformative effect on post-

deployed soldiers’ values and perceptions.  Returning reservists have reported 

difficulty with adjusting away from the intense cohesion and fellowship with their 

military unit to the culture of their civilian organization (Friedman, 2006).    
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 As noted above, because of advances in communication technology, today’s 

deployed soldiers, unlike soldiers during conflicts as recent as Vietnam, have access 

to affordable synchronous communications such as electronic mail, instant 

messaging, and affordable telephone service (Wong & Gerras, 2006). Deployed 

reservists are able to communicate with their families as well as coworkers and 

supervisors from their civilian organization. In this present study, particular interest is 

focused on an examination of who from the civilian workplace deployed reservists 

communicated with and the topics of their communication.  

 Given the correlation among communication with workplace colleagues, 

perceived organizational support, and affective commitment, an examination of who 

deployed reservists’ communicated with, along with the topics and valence of their 

messages, address the following research questions:   

RQ5:   To what extent did message content and frequency of communication 

with civilian colleagues and non-deployed reserve members during reservists’ 

deployment influence the differences in reported levels of affective, 

normative, and continuance commitment to their civilian and military 

organizations? 

RQ6:   To what extent do reservists’ deployment experiences influence the 

differences in their perceived levels of affective, normative, and continuance 

commitment to their civilian and military organizations? 

RQ7:  To what extent do changes in the civilian workplace reported by post-

deployed reservists influence the differences in their perceived levels of 



29 
 

affective, normative, and continuance commitment to their civilian 

organization? 

Repatriation and Reintegration 

Once they have deployed, military reservists and expatriates share a common 

attribute: both are citizens of one country who are working and living in another 

country. Although the nature of their overseas assignments is very different, 

similarities do exist between the two. Both experience some degree of culture shock 

(Black, Gregersen, & Mendenhall, 1992; Cox, 2004) upon arrival at their new 

assignment and again upon return to their home corporation. The return of corporate 

expatriates to their home country is known as repatriation, whereas the military refers 

to the soldier’s return as reintegration. Given the overlap in adjustment difficulties 

experienced by expatriates and reservists, the literature on repatriation and 

reintegration is reviewed in the next section. 

Repatriation.  Increased globalization of business over the past several 

decades has resulted in corporate expansion to foreign markets. Given reports by 

iconic American corporations such as IBM, McDonalds, and Wal-Mart that revenues 

derived from their international operations reached over 55% of total revenues 

(Forbes, 2000), it is not surprising that more and more corporations have looked to 

foreign markets for expansion opportunities. One effect of this foreign expansion has 

been the increased need for expatriates to staff positions at these overseas locations. 

Expatriates, often high-potential employees (Allen & Alvarez, 1998), represent a 

sizable investment for the corporation. Black and Gregersen (1999) reported that 
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corporations spent anywhere from $300,000 to $1 million for each expatriate’s salary, 

benefits, and cost-of-living adjustments; O’Conner (2002) reported expenditures 

upward of $1-2 million per expatriate during a four-year period.  

This phenomenon did not escape the attention of scholars. Over the last 20 

years, scholars have generated a significant amount of research on the topic of 

expatriation (Hyder & Lovblad, 2007).  Much of the initial scholarly attention has 

been focused on the expatriate’s adjustment process to their new assignment rather 

than on the repatriation process at the end of the international assignment (Black, 

Gregersen, & Mendenhall, 1992; Hyder & Lovblad, 2007). Black et al. (1992) 

hypothesized that the difference in interest between the two was due to the 

expectation that repatriation should not be as difficult as expatriation because 

employees and their families were returning to a familiar environment, home.  

However, several scholars reported that adjusting to returning home was more 

problematic than adapting to a foreign culture (Adler, 1981; Allen & Alvarez, 1998; 

Black et al., 1992; Jassawalla, Connolly, & Slojkowski, 2004).  Expatriates expected 

and therefore were better prepared to be challenged by the cross cultural differences 

between their home country and the country of assignment. However, they were less 

prepared for the return home.  Changes to both the home country (e.g., social norms, 

economic conditions, technological advancements, and organizational culture) and 

the individual (e.g., beliefs, values, and attitudes) occurred during the expatriate’s 

assignment, which was generally two to five years (Black et al., 1992). Facing these 

sudden, unanticipated changes upon their return may be one explanation why 
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expatriates reported greater difficulty with repatriation than expatriation (Black et al., 

1992). These difficulties resulted in repatriation often being referred to as both 

“reverse culture shock” (Murray, 1973) and the final step in a circular process that 

began with the selection of the expatriate (Andreason & Kinneer, 2005). 

One of the most frequently examined outcomes of poor repatriation is 

employee turnover. According to The Global Relocation Trends 2003/2004 Survey 

Report (GMAC, 2004), 13% of U.S. expatriates left their company within one year of 

their return, and an additional 10% left within two years.  Baruch, Steele, and 

Quantrill (2002) reported turnover as high as 50% within the first few years of 

repatriation. Given the substantial financial investment associated with expatriates as 

previously discussed, these high rates of turnover led to scholarly interest in the 

repatriation process. Black et al.’s (1992) theoretical framework of repatriation 

adjustment consisted of 15 propositions concerning the two domains of adjustment:  

anticipatory adjustments that occur prior to returning home and adjustments that 

occur after relocating home. Furthermore, in their model Black et al. (1992) identified 

the following four factors thought to affect both domains of the repatriation process: 

(a) individual variables including attitudes, values, and characteristics of the 

expatriate; (b) job variables such as similarities in work duties between the domestic 

and international positions; (c) organizational variables including repatriation 

training, assigning a sponsor in the home office, and communication frequency 

between the expatriate and the home office; and (d) non-work variables involving the 

expatriate’s friends, family, cultural distance, and social status. MacDonald and 
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Arthur (2005) applied Black et al.’s (1992) model to address the career management 

aspect of repatriation. Hyder and Lovblad (2007) further extended the model by 

incorporating additional variables (individual motives for accepting an overseas 

assignment and the repatriation experience itself) and linking the elements of the 

repatriation process to retention.  Jassawalla et al. (2004) proposed a simple model of 

effective repatriation that included strategies that managers should engage in prior to 

expatriates’ departure, during their overseas assignments, and after their return. 

Unique to Jassawalla et al.’s model are outcomes for both the organization (improved 

retention and higher loyalty) and the employee (decreased uncertainty and anxiety, 

increased career satisfaction, and greater feelings of belonging to the organization). 

Of particular interest to this study is the common element in all three models 

related to communication with expatriates during their assignments. Black et al. 

(1992) posited that with increased frequency and sharing of information between the 

expatriate and the home office, uncertainty would be reduced, thus resulting in 

successful repatriation.  Hyder and Lovblad (2007) argued that giving and receiving 

information are both important elements of successful repatriation. Furthermore, 

through the communicative process, the support of the company becomes evident to 

the expatriate. Jassawalla et al. (2004) argued that the problems expatriates 

experience during foreign assignments are partly due to feelings of isolation and loss 

of connection with people and events in their home company. Managers who reported 

satisfactory repatriation experiences in their study cited the importance of 

communication with the organization as a whole while on their overseas assignment 
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(Jassawalla et al., 2004). An important implication for all repatriation models is the 

finding that newer types of communication technology such as electronic mail and the 

internet were reported by expatriates as equally or more satisfying than types of face-

to-face communication (Cox, 2004). 

Reintegration.  Throughout history soldiers have been called to fight wars, 

both at home and abroad. The difficulties experienced by soldiers returning from 

these deployments, particularly those involving combat, have been well documented 

by scholars. Numerous studies have indicated that returning soldiers experience 

significant mental health issues such as posttraumatic stress disorder (PTSD) and 

depression that require intervention (Friedman, 2006; Lapierre, Schwegler, & 

LaBauve, 2007; Lineberry, Bostwick, & Rundell, 2006; Milliken et al., 2007; 

Wheeler & Bragin, 2007), faced marital and family difficulties (Gambardella, 2008), 

and have negative attitudes toward the military that increased the likelihood that they 

would separate from the military (Hoge, Auchterlonie, & Milliken, 2006). Findings 

from this study showed returning reservists reported decreased levels of commitment 

to the military, which are associated with increased turnover.    

Although today both active duty and reserve components are mobilized and 

deployed overseas, this has not always been the situation. After the Korean War and 

up until the Persian Gulf War, reserve components were rarely mobilized and 

deployed overseas (Lynch & Stover, 2008).  The reserve component was considered a 

strategic reserve, or the nation’s insurance policy, and “a deterrent force against the 

Soviet Union” (Lynch & Stover, 2008, p. 67), according to then Chief of the National 
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Guard Bureau, Lieutenant General Blum. Until the war on terror resulted in the 

inability of the Army to meet its world-wide commitments without them, reservists 

were not subject to the repetitive and lengthy deployments currently being 

experienced (Lynch & Stover, 2008). 

These repetitive and lengthy deployments have created challenges for the 

civilian employers of deployed reservists. Unlike domestic corporations sending 

employees to staff positions in their overseas locations, employers of deployed 

reserve members have no control over the departure of their employees. Furthermore, 

the Uniformed Services Employment and Reemployment Rights Act (USERRA)  

mandates that activated reservists have the right to return to their pre-deployment jobs 

(Loughran, Klerman, & Savych, 2006), thus preventing employers from hiring 

permanent replacements for positions vacated due to these deployments. Instead, 

corporations are challenged to find temporary means to replace deployed soldiers or 

else face potential decreases in productivity (Loughran et al., 2006). Additionally, in a 

corporate climate driven by team cohesiveness, departure of a key employee for a 

year or more can lead to decreased team effectiveness (Daywalt & Herman, 2006). 

The second challenge for civilian employers begins when demobilized 

soldiers return to their civilian employment. Although both active duty and reserve 

soldiers experience reintegration issues once demobilized, reserve members face 

difficulties during reintegration not experienced by their active duty counterparts.  

Returning to military bases, active duty soldiers have access to resources and support 
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networks found in military communities, and they work alongside soldiers who share 

their combat experiences.   

Reservists, however, return to civilian communities often lacking reintegration 

support and resume their careers with colleagues who may lack understanding of their 

deployment experiences. Additionally, returning reservists report unique stressors 

including discrepancies between their civilian and military jobs and lack of support 

from their civilian employers (Stetz et al., 2007).  

Both the U. S. Government and civilian organizations have responded to the 

need to assist employers and returning reservists with the reintegration process. In 

2008, Congress recognized the need to assist returning reservists with reintegration 

and ordered the Secretary of Defense to establish the national Yellow Ribbon 

Reintegration Program (YRRP) (National Defense Authorization Act of 2008).  The 

YRRP provides information and services to National Guard and Reserve members 

from all military branches and their families throughout all phases of the deployment 

cycle. Reintegration activities are held monthly during the first 90 days following 

demobilization, and outreach services include employment assistance (National 

Defense Authorization Act, 2008). As part of the YRRP, the Center for Excellence in 

Reintegration was established to collect and analyze lessons learned, which are then 

used to develop the outreach services and programs (National Defense Authorization 

Act of 2008). 

The Disability Management Employer Coalition, a nonprofit organization, 

organized a Workplace Warriors Think Tank in 2007 in order to identify strategies 
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for civilian employers that would aid the successful reintegration of employees 

(Carruthers & Harnett, 2008). Recommendations emerging from this think tank 

included encouraging employers to evaluate the effectiveness of their Employee 

Assistance Program (EAP) to assist returning citizen-soldiers, celebrating the 

employees’ return to work, providing mentoring programs, maintaining 

communication during absences, and recapping changes during the employees’ 

absence (Carruthers & Harnett, 2008).  These recommendations were not based on 

surveys or focus groups with returning reservists; however, five of the thirteen think 

tank members had military experience including serving in Vietnam or Iraq 

(Carruthers & Harnett, 2008).  

Recognizing that reintegrating reservists return to the workplace with 

improved leadership abilities and unique skills making them even more valuable 

employees (Carruthers & Harnett, 2008; Palmeri et al., 2004), numerous articles 

providing guidelines to organizations on how to assist reintegrating reservists have 

also appeared in trade publications. Drawing from two companies’ experiences with 

returning soldiers, Rousmaniere (2009) summarizes that communication with the 

employee about company activities during deployment helps maintain feelings of 

connectedness and facilitates reintegration. Others report the importance of 

communication and strong support systems (Andrews, 2004; Liss, 2003; Warner, 

2003).    

As occurs when expatriates return from overseas assignments, communication 

about corporate changes and happenings during employees’ absence may facilitate 
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successful reintegration and decrease the likelihood of turnover by fostering 

connectedness between deployed reservists and civilian employers. However, unlike 

the repatriation experience of expatriates, limited research has been conducted on the 

reintegration experience of the returning citizen-soldier. To advance the knowledge of 

the returning reservists’ reintegration experience, this study uses open-ended 

questions to answer the following questions: 

RQ8:  What do post-deployed reservists propose that would have facilitated 

their reintegration to their civilian organization after deployment? 

Conclusion 

 The review of literature on battlefield communication, organizational 

commitment, and repatriation and reintegration provides the context for this study. 

Additionally, this review has demonstrated the importance of communication to 

fostering morale of soldiers who are fighting our nation’s wars. Further, 

organizational commitment was established in this review as important to both 

organizations and their employees. Finally, the challenges faced by employees 

returning to the workplace after lengthy absences were established. 

In summary, this study, situated in the contemporary context of today’s 

citizen-soldiers, examined the relationship of communication, deployment 

experiences, and organizational change on reintegrating reservists’ organizational 

commitment.   
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CHAPTER THREE 

Method 

 

This Methods Chapter is divided in four subsections: research design, 

participants and data collection, instruments, and data analysis. 

Research Design 

 To understand the relationships between communication of post-deployed 

reservists during their deployment and their post-deployment organizational 

commitment, a mixed methods approach was selected. The selection of this method is 

appropriate because combining the insights from both quantitative and qualitative 

data can result in a deeper understanding of the phenomenon (Benoit & Holbert, 

2008). Additionally, Creswell (2009) posited that the use of multiple methods 

provides greater understanding of the complex issues addressed by social science 

research.  

 Results from a pilot study in which I interviewed citizen-soldiers provided 

context for this present study. Seven post-deployed citizen-soldiers who returned to 

their pre-deployment civilian position were asked about their communication during 

deployment and their reintegration experiences. All participants reported using e-mail 

while deployed to communicate with their civilian colleagues. Additionally, two 

reported occasional usage of instant messaging. Frequency of communication was 

reported as weekly to every three weeks depending on their mission and accessibility 

of technology. Four categories of messages with their civilian colleagues were 
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reported:  (a) personnel and policy changes at the civilian organization, (b) support 

and encouragement for the deployed citizen-soldier, (c) personal lives of civilian 

coworkers, and (d) activities of the deployed citizen-soldier. All participants reported 

that communicating with their colleagues while deployed helped ease their return to 

the civilian organization. Participants in this pilot study acknowledged the importance 

of being recognized for their service upon return to the civilian organization. Finally, 

those exposed to combat reported more reintegration issues than those not exposed to 

combat. 

The survey instrument used to collect data from participants in this current 

study included both closed-ended and open-ended questions. Quantitative methods 

were used to analyze closed-ended data; thematic analysis was used to analyze open-

ended data.  

Participants and Data Collection  

The total sample for this study consisted of 106 current or former Army 

Reserve or Army National Guard members (94.3% male and 5.7% female) who have 

reintegrated from a deployment in support of our Middle East operations. Of the 106 

participants, 93 reported deploying from 67 different Army Reserve and Army 

National Guard units; 13 participants did not disclose the unit deployed from or only 

reported the state where their unit is located. Participants ranged in age from 20 to 59 

with the mean age of 39.08 (SD = 9.36). See table 1 for complete demographic 

characteristics of participants. 
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Lindsay (2005) described the difficulty in obtaining participants for survey 

research, yet this difficulty is seldom discussed in the methods section of scholarly 

articles. For this present study, recruiting participants proved to be challenging and 

time consuming. Given Lindsay’s (2005) recommendation to report the process used 

to gain access with gatekeepers and participants in projects with difficult-to-reach 

samples, both the successful and unsuccessful methods used to recruit participants for 

this study are discussed.  

Initially, the Director of the Center for Excellence in Reintegration, part of the 

Department of Defense’s Yellow Ribbon Reintegration Program (YRRP) established 

in 2008, agreed to assist with participant recruitment. However, after an eight-week 

period, the Director reported an inability to obtain cooperation from unit commanders 

in recruiting participants. In this era of heightened security and sensitivity of 

information, obtaining the assistance of gatekeepers, unit commanders in this specific 

study, proved to be insurmountable. Subsequently, a variety of other means were used 

to recruit participants for this study. 

At the suggestion of the Army Research Institute, I called the Adjutant 

Generals office in Kansas asking for assistance with recruiting participants from 

Kansas Army National Guard and Reserve units. After reviewing detailed 

information about the study including the approval from the University of Kansas’ 

Human Subjects Committee for the research project, the Adjutant General’s 

representative, citing increased concerns about national security issues, declined to 

provide assistance. 
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Next, I sought assistance from an Army Reserve officer assigned to Fort 

Leavenworth, Kansas. This officer secured approval from the commander of an Army 

Reserve unit in Maryville, Missouri, to include a request for volunteers to participate 

in this study in their monthly newsletter. 

Next, the snowball technique, appropriate when the members of the target 

population are difficult to identify (Babbie, 2004), was used to recruit participants. I 

sent a message to 220 friends on Facebook explaining the research project and asking 

if they knew of any Army National Guard or Army Reserve members who had 

returned from deployment (see Appendix A).  The message then asked readers if they 

would contact potential participants about completing the online survey. Readers 

were asked to send the military e-mail address of those who agreed to complete the 

survey. From this effort, the survey link was e-mailed to the military e-mail address 

of 22 potential participants. Included in this message was a request for readers to 

recruit additional participants from their units. 

Additionally, other strategies using Facebook to recruit participants were 

employed. First, a message was sent through Facebook to 164 potential participants 

who self-identified membership in the Army National Guard or Army Reserve (see 

Appendix B). In the message, reservists were thanked for serving their country, 

provided with a description of the research project and characteristics of qualified 

participants, and asked to participate if appropriate. The survey link was included in 

the message. Although no response was required, 15 reservists replied stating they 

would complete the survey. Second, an internet search for news articles about Army 
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Guard and Reserve units returning home from deployment within the last six to eight 

months was conducted. Facebook was then searched for the profiles of specific 

soldiers named in the articles. If located, a message was sent to them asking for 

verification that they were the soldier referenced in the article and if so, then would 

they consider participating in the study (see Appendix C). Using this strategy, two 

commanders agreed to recruit participants, on a voluntary basis, from their respective 

units. 

All participants, regardless of the specific strategy used to recruit them, were 

invited to voluntarily complete an online survey that took approximately 30 minutes 

to complete. Using the survey link, participants were first directed to a page with 

information about the study including the confidentiality of responses (see Appendix 

D). Additionally, participants were informed that they could withdraw from 

participation at any time by closing their browser window. No compensation, 

monetary or otherwise, was associated with this study. 

The online survey (see Appendix E) completed by participants included 

demographic information; questions about the method, topics, and frequency of their 

communication during deployment with both civilian colleagues and non-deployed 

unit members; and questions about their deployment and reintegration experiences. 

The scale items measuring topics of communication during deployment were 

developed based upon results of my unpublished pilot study. To measure participants’ 

perceptions of organizational commitment to their civilian organization and military 

unit, both pre- and post-deployment, they completed Meyer and Allen’s affective, 
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normative, and continuance commitment scales. Instructions guided participants to 

think about their civilian organization or military unit either before they deployed or 

after returning from deployment.   

Instruments 

The online survey was constructed in order to collect data that measures both 

independent and dependent variables.  Participants’ reported post-deployment levels 

and the change between their reported pre- and post-deployment levels of affective, 

normative, and continuance commitment to both their civilian organization and 

military unit are the dependent variables. The independent variables are frequency, 

message topics, and channels of communication by relationship of the colleague to 

the post-deployed reservist; organizational change; and deployment experiences.  

The dependent variables were measured using Meyer and Allen’s (1997) 

affective, normative, and continuance commitment scales. To measure frequency and 

channels of communication, participants were asked to identify all channels of 

communication that they used during their deployment to communicate with 

colleagues from both their civilian and military organizations as well as the frequency 

of their communication. Message topic, perceptions of workplace changes, 

communication between the civilian organization and family members, and 

deployment experiences were assessed using five-point Likert scales. These 

instruments are described next. 

Organizational commitment.  Meyer and Allen’s (1997) three scales, the 

Affective Commitment Scale (ACS), the Normative Commitment Scale (NCS), and 
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the Continuance Commitment Scale (CCS), were used to measure participants’ 

perception of their pre- and post-deployment levels of organizational commitment to 

both their military and civilian organizations. The original commitment scales 

included eight items for each type of commitment, but they were shortened by Meyer 

and Allen to six items each (Fields, 2002). In an effort to improve response rates, the 

revised six-item scales were used in this study. Multisample confirmatory factor 

analysis has confirmed that each component of Meyer and Allen’s multidimensional 

model comprises a separate dimension (Dunham et al.; Fields, 2002; Hackett et al., 

1994; Meyer & Allen, 1996).  

Although the primary focus of this study was affective commitment, given the 

multidimensionality of commitment, Meyer et al. (2002) argued that all three 

components of commitment must be measured simultaneously to examine the 

additive and interactive effects. For example, employees with high continuance 

commitment usually intend to remain at the organization, regardless of their affective 

commitment, because of the high costs associated with leaving. However, the reverse 

may not be true. An employee with low levels of continuance commitment would not 

necessarily leave unless accompanied by low levels of affective and normative 

commitment. Meyer et al. (2002) hypothesized that the modest correlations with 

behavior in many studies could be explained because of failure to analyze the 

interactions among the three components.  

 Therefore, participants responded to the six-item ACS, NCS, CCS for each 

organization (civilian and military unit) by time frame (pre-deployment and post-
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deployment).  This resulted in 18 scale items per organization per time frame or 36 

scale items for each organization. Questions were grouped by the organization and 

time frame being measured.  Additionally, instructions to participants and scale items 

were modified to continually remind participants of the organization and time frame 

being measured. For example, to measure perception of commitment prior to 

deployment, participants were instructed to select the response “that best represents 

your feelings about or attitude toward your civilian organization before you were 

deployed.”  Similarly, to measure post-deployment commitment, participants were 

guided to “select the answer that best represents your feelings about or attitude 

toward your civilian organization after returning from deployment” to the same scale 

items, with modifications to reflect the appropriate time frame. Participants were then 

directed to respond to the same items about their Reserve or National Guard unit both 

pre- and post-deployment.  Modifications to scale items included adding “prior to my 

deployment” and changing the word organization to unit.  

Respondents answered the six items per each instrument on a 5-point scale     

(1 = strongly disagree and 5 = strongly agree). Mean scores and standard deviations 

were calculated. Change in participants’ reported organizational commitment levels 

was computed in PASW Statistics 17.0 by first creating six new variables, one for 

each of the three levels of commitment for the two organizations. Next, the value for 

each variable was calculated by subtracting the pre-deployment mean from the 

respective post-deployment mean. Positive mean differences indicated increased post-

deployment commitment levels, whereas negative mean differences indicated 
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decreased post-deployment commitment levels (see Tables 4 and 6). Details of each 

instrument follow. 

Affective commitment scale (ACS).  Participants’ involvement in, emotional 

attachment to, and identification with their civilian and military organizations were 

measured using the ACS (Fields, 2002; Meyer & Allen, 1991). Sample items from the 

pre-deployment civilian organization ACS and the post-deployment military unit 

ACS included in this study are “Prior to my deployment I would be very happy to 

spend the rest of my career with this organization” and “Prior to my deployment, this 

unit had a great deal of personal meaning for me,” respectively. Multiple studies have 

shown affective commitment to be the strongest independent predictor of employee 

turnover intentions (Jaros, 1997; Meyer, Allen, & Smith, 1993; Somers, 1995).  

The six items on the ACS were measured on a five-point Likert scale              

(1 = strongly disagree and 5 = strongly agree). Three of the items required reverse 

scoring (Fields, 2002). Fields (2002) reported coefficient alpha values for the ACS 

from multiple studies ranged from .77 to .88. Cronbach’s alpha for this study’s data 

indicated acceptable reliability for both organizations and time periods. Cronbach’s 

alpha for the civilian organization before deployment = .87; for the civilian 

organization after deployment = .88; for the military organization before  

deployment = .87; and for the military organization after deployment, = .92. 

Continuance commitment scale (CCS). Participants’ commitment to 

organizations associated with the costs related to discontinuing employment or the 

necessity of continuing employment was measured using the CCS (Fields, 2002; 
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Meyer & Allen, 1991). Sample items from the post-deployment civilian CCS and the 

pre-deployment military CCS included in this study are “It would be very hard for me 

to leave my organization right now, even if I wanted to” and “Before my deployment, 

too much in my life would have been disrupted if I had decided I wanted to leave the 

unit,” respectively.  

The six items on the CCS were measured on a five-point Likert scale 

previously described.  Fields (2002) reported that coefficient alpha values for the 

CCS from multiple studies varied from .69 to .84. Cronbach’s alpha for this study’s 

data indicated acceptable reliability for both organizations and time periods. 

Cronbach’s alpha for the civilian organization before deployment = .77; the civilian 

organization after deployment = .85; the military organization before deployment 

 = .77; and the military organization after deployment = .85. 

Normative commitment scale (NCS). Participants’ perceived obligation based 

upon cultural and organizational socialization experiences was assessed with the NCS 

(Allen & Meyer, 1990; Fields, 2002). Sample items from the post-deployment, 

civilian NCS and the pre-deployment NCS used in this study are “I would feel guilty 

if I left my organization now” and “Prior to my deployment, I felt my unit deserved 

my loyalty,” respectively. 

As with the ACS and NCS, the six items on the ACS were measured on a 

five-point Likert scale (1 = strongly disagree and 5 = strongly agree). One item 

required reverse scoring (Fields, 2002). Coefficient alpha values from multiple 

studies ranged from .65 to .86 for the NCS (Fields, 2002).  Cronbach’s alpha for this 
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study’s data indicated acceptable reliability for both organizations and time periods. 

Cronbach’s alpha for the civilian organization before deployment = .87; the civilian 

organization after deployment = .90; the military organization before deployment 

 = .87; and the military organization after deployment = .91. 

 Communication during deployment.  Participants were asked about their 

communication with colleagues from both their civilian and military organizations 

during deployment. Data collected included the channel, frequency, and topics of 

communication by relationship category using a variety of measures described below. 

Sample items are “Coworkers from my civilian company communicated with me 

regularly while I was deployed” and “In their messages, my civilian supervisors 

focused on telling me to take care of myself.” 

Relationship and channels of communication.  Participants were asked to 

indicate all channels of communication used to communicate with colleagues by 

relationship categories (see Table 3). Relationships with civilian colleagues were 

categorized as co-workers, supervisors, and management (other than supervisor). 

Military colleagues were categorized as non-deployed peers and non-deployed 

leaders within participants’ chain of command. Based on data collected in the 

previously mentioned pilot study, the channels listed were e-mail, telephone 

(landline), cellular phone, mail, video chat, text chat, and social networking sites. To 

ensure inclusiveness, channels of communication also included the options “did not 

communicate with anyone in this group” and “used other means to communicate.” 
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Participants were asked to identify the other communication methods used to 

communicate if they selected the “used other channels” option.  

Participants who reported that they had no communication with anyone from 

the three categories of civilian colleagues were advanced to the next survey topic, 

thereby skipping questions related to communication with civilian colleagues. This 

same procedure was used when measuring communication with military colleagues: 

participants who reported no communication with non-deployed peers and leaders 

from their military organization were advanced to the next survey topic.  

Frequency of communication. Participants were asked to identify how 

frequently they communicated during their deployment with colleagues from each of 

the previously defined relationship categories (see Table 2). Frequency choices were 

categorized as never, almost daily, once weekly, several times monthly, monthly, and 

less often than monthly. Mean scores for frequency of communication by relationship 

category were calculated for participants who reported communication. Because of 

the sample size across categories, the frequency scale was collapsed into high 

communicators or low communicators. Using PASW Statistics 17.0, dummy 

variables were created to categorize participants as high or low communicators with 

each relationship category in the civilian and military organizations. Next, 

participants’ mean scores for each relationship category were compared to the overall 

mean score for the respective category. For each relationship, participants were 

identified as high or low based on whether their mean frequency score fell above or 

below the overall mean for the respective category.  
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Topics of communication.  Findings from the previously mentioned pilot 

study were used to develop the taxonomy of topics. Topics of communication for 

each relationship category were measured using 13, five-point Likert scale items      

(1 = strongly disagree and 5 = strongly agree). Likert statements were developed to 

measure communication on the topics of colleagues’ personal lives, work-related 

issues, support and encouragement, and activities of deployed reservists. 

Additionally, participants were asked about communication that occurred during their 

deployment between their civilian organization and their family members. Sample 

items from this section included “My co-workers were more interested in hearing 

what I was doing than in telling me about their activities,” “In their messages, my 

supervisors focused on telling me to take care of myself,” and “My family received 

company newsletters while I was deployed.” 

Changes to the civilian organization.  Participants’ perceptions about 

changes that took place in their civilian organization while they were deployed were 

assessed using ten, five-point Likert scale items (1 = strongly disagree and                   

5 = strongly agree). The specific areas of change assessed--personnel, policy, work 

place, and the job itself--were developed from the previously reported pilot study. 

Sample items included are “The civilian workplace I came back to was very different 

from the one I left” and “I felt as if I was included in changes or big news at work 

while I was deployed.” 

Reintegration to the civilian organization.  Using the same five-point Likert 

scale, participants were asked to rate their satisfaction level with the recognition they 
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received for their military service during reintegration to their civilian organization. 

Three open-ended questions were also used to assess their satisfaction with 

reintegration process. The first, “How else would you have wanted your civilian 

employer to recognize you once you returned from deployment?” was used to identify 

the void between the civilian organization’s recognition of the citizen-soldiers’ 

service and the citizen-soldiers’ desired level of recognition. Questions two and three 

were “What, if anything, did your civilian organization do when you returned to work 

to help you adjust from soldier to civilian employee?” and “What else could they 

have done to help you with this transition?”  Question two was designed to identify 

the reintegration assistance provided by participants’ civilian organizations when they 

returned to work. Question three was designed to gain an understanding of unmet 

support assistance that citizen-soldiers report as being beneficial during reintegration.  

Of the 106 respondents, 71 (70%) reported that they worked either full- or 

part-time for a civilian organization in addition to their Army Reserve or Army 

National Guard part-time position. The number of responses to the three open-ended 

questions from the 71 who reported working for a civilian organization was 48 (68%), 

55 (78%), and 50 (70%), respectively. 

Deployment experiences. Two key factors separate the experience of the 

expatriate and the deployed reservists. First, deployed reservists who work full-time 

for a civilian company in addition to their military commitment are faced with many 

changes in their daily work environment once deployed. In addition to the changes in 

day-to-day work responsibilities, established work relationships, and compensation 



52 
 

and benefits, they must adjust to the organizational culture of the active-duty military. 

Second, they live and work under a state of constant vigilance for their safety and for 

the safety of their comrades. This section of the survey was designed to measure the 

relationships of these experiences on reintegration.  

Participants in the pilot study reported five categories of deployment 

experiences as having an effect on their reintegration to their civilian organizations.  

Therefore, in this present study participants were asked to indicate their level of 

agreement with nine Likert-statements related to these four categories of deployment 

experiences:  (a) job responsibilities, (b) decision making, (c) financial difficulties,   

(d) continuation of benefits, and (e) combat exposure. Sample items include the 

following: “The job I performed while deployed was more important than my current 

civilian job” (job responsibilities), “ The potential consequences of the decisions I 

made while deployed were greater than those made in my civilian job” (decision 

making), “My family experienced financial difficulties because of my deployment” 

(financial difficulties), and “I was satisfied with the benefits my civilian organization 

continued to provide my family while I was deployed” (continuation of benefits).  

Additionally, participants reported their level of exposure to combat during 

deployment (see Table 8), specific military distinctions awarded such as the Purple 

Heart, and whether their unit experienced casualties.  

Data Analysis 

 Both quantitative and qualitative data were examined in this study. To answer 

research questions one through seven, quantitative data was collected. Qualitative 
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data was collected through three open-ended questions to address research question 

eight. Methods used to analyze all research questions are discussed next.  

Various statistical procedures using PASW Statistics 17.0 were used to 

examine the quantitative data in this study. Frequencies and percentages of 

participants’ responses by organizational relationship and frequency of 

communication for the civilian organization and military unit are reported to answer 

research question one, which asks to what extent post-deployed reservists report 

communication during deployment. Frequencies of channel usage to communicate 

during deployment with colleagues will be reported to answer research question two. 

Paired-samples t-tests were used to see if the differences between the mean pre- and 

post-deployment commitment scores were significant to answer research questions 

three (a) and four. To answer research question three (b), whether or not the changes 

in commitment levels for participants who reported separation from their civilian 

organization are significantly different from those who reported continued 

employment, independent-samples t-tests were used.  

Research question five asks to what extent that message content and 

frequency of communication during deployment with civilian and military colleagues 

was related to the differences in reported commitment levels. Bivariate correlation 

analysis was used to determine if the independent variable, message content, was 

significantly correlated with the dependent variable measures, reported differences in 

pre- and post-commitment levels (see Appendix F). To determine the extent that 

frequency of communication (independent variable) was related to differences in 
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commitment levels (dependent variables), frequency of communication, because of 

the small sample sizes across the scale, was first collapsed into two groups labeled 

high and low communication. Participants’ whose mean frequency score was above 

the overall mean frequency score were identified as high; those below the mean were 

identified as low. Independent t-tests were conducted to determine significance.  

Bivariate correlation analysis was used to address research questions six and 

seven to determine if the independent variables (deployment experiences and changes 

in civilian organization) significantly correlated with the dependent variables 

(reported differences in pre- and post-deployment commitment levels) (see 

Appendices G and H).  To assess the relationship of combat, one of the deployment 

experiences from research questions six, respondents were grouped into two 

categories, no combat and combat. Independent t-tests were conducted to determine 

significance.   

Thematic analysis was used to understand and describe the responses to the 

three open-ended questions to address research question eight. First, responses to 

each question were read to become familiar with the data set. Responses were then re-

read to grasp the overall meaning of the data. On the third reading, identical responses 

were highlighted and notes were made identifying the main idea of each participant’s 

response. Next, themes were identified for each question following  Owen’s (1984) 

criteria of recurrence, repetition, and forcefulness. 
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                                                       CHAPTER FOUR 

Results 

 

This purpose of this study is to examine the relationships between 

communication during deployment of post-deployed Army Reservists and Army 

National Guard members and the change between their pre- and post-deployment 

organizational commitment levels. Both message content and frequency of 

communication with coworkers and managers from their civilian and military 

organizations are examined. Relationships of this communication on post-deployed 

reservists’ (a) differences in reported pre- and post-deployment affective, normative, 

and continuance commitment levels for both their civilian organization and their 

military unit and (b) reintegration experiences are examined. Finally, the relationship 

of reservists’ deployment experiences and perceived changes to their civilian 

organizations on the three levels of commitment to both organizations are assessed.   

Data screening, participant demographic information and results for each 

research question are presented in this chapter. 

Data Screening 

 Prior to the main analysis, variables were analyzed through PASW Statistics 

17.0 program for missing values and inconsistent responses. In the frequency and 

channels of communication measures, three items were revised to reflect participants’ 

intended response:  (a) one item for “used other means to communicate” with civilian 

coworkers using letters, cards, and mail was changed to “mail,’ (b) one item with 
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conflicting responses (“no communication with anyone in this group,” 

“communication by e-mail with civilian supervisor,” and “communication by mail 

with civilian supervisor”) was changed to reflect that “communication by mail” and 

“communication by e-mail” occurred with the civilian supervisor, and (c) one item 

with conflicting responses for communication with military leaders (“no 

communication with anyone in this group”) and the frequency of communication with 

military leaders (“less often than monthly”) was changed to reflect “never” in the 

frequency of communication. Three items with channels selected for civilian 

coworker and supervisor communication and one for military peers and leaders were 

detected as having missing values for frequency of communication with the 

respective groups. These items were included in the main analyses, which resulted in 

a difference between the reported numbers of participants communicating with 

civilian coworkers (n = 66), civilian supervisors (n = 60), military peers (n = 85), and 

military leaders     (n = 73) and the corresponding reported number for frequency of 

communication with civilian coworkers (n = 63), civilian supervisors (n = 57), 

military peers (n = 84), and military leaders (n = 72).   

Participant Demographics 

Participants for this study were 106 Army Reserve or Army National Guard 

members who have returned from a deployment in support of the U. S. operations in 

the Middle East. Demographic information was collected from respondents regarding 

their sex, age, ethnicity, marital status during deployment, education, civilian 

employment, and military employment. The mean age of participants was 39.08      
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(SD = 9.36), with a range of 20 years to 59 years; 94.3% were male and 5.7% were 

female. Regarding civilian employment status, 67% of the respondents reported full- 

or part-time employment with a civilian organization at the time of deployment, 

21.7% reported full- or part-time employment with their Army Reserve or National 

Guard unit, and 11.3% reported they were unemployed other than their reserve 

commitment. Of those employed by a civilian organization at the time of deployment 

(n = 71), 19 (26.8%) reported they were no longer employed by that organization. 

The demographic variables of the 106 participants are reported in Table 1.   

Table 1 

Demographic Characteristics of Participants (N=106)     
 

            Characteristic           n       %

Sex 
     Male 100 94.3
     Female 6   5.7
Age 
     20-29 21 19.8
     30-39 29 27.4
     40-49 40 37.7
     50-59 16 15.1
Ethnicity 
     African-American 5 4.7
     Asian or Pacific Islander 1 .9
     Multi-racial/Mixed Race 2 1.9
     Non-Hispanic White (Caucasian) 93 87.7
     Spanish or Hispanic Origin 3 2.8
     Other 2 1.9
Highest educational level completed   
     High school or GED 4 3.8
     Some college 29 27.4
     Associates degree 13 12.3
     Bachelors degree 27 25.5
     Masters degree 16 15.1
     Masters degree plus additional hours 17 16.0
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Table 1 (continued) 

     Characteristic n % 

Marital status at time of deployment 

     Single 22 20.8
     Married 72 67.9
     Widowed 1 .9
     Divorced 4 3.8
     Separated 4 3.8
     Other 3 2.8

Civilian job category 

     Executive, manager, or supervisor      27 38.0
     Non-supervisory, but not entry-level  30 42.3
     Entry-level  8 11.3
     Owner or sole proprietor 3 4.2
     Other 3 4.2

Civilian industry 

     Mining 1 1.4
     Construction 4 5.6
     Manufacturing 2 2.8
     Retail trade 3 4.2
     Transportation and warehousing 4 5.6
     Information 2 2.8
     Finance and insurance 3 4.2
     Real estate  2 2.8
     Professional, scientific, and technical services 12 16.9
     Education 6 8.5
     Health care and social assistance 6 8.5
     Other services 4 5.6
     Government – federal, state, or local 22 31.0

Time Employed, Civilian Position 

     Less than 6 months  4 5.6
     6 months to 1 year  7 9.9
     1 to 4 years 16 22.5
     5 to 9 years  24 33.8
     10+ years 20 28.2

Military Rank 

     E1 to E4 (Enlisted)  10 9.4
     E5 to E9 (Enlisted)  45 42.5
     CW3 to CW5 (Warrant Officers) 1 .9
     O1 to O3 (Lieutenants, Captain)  17 16.0
     O4 to O6 (Major, Lt. Colonel, Colonel) 33 31.1
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Table 1 (continued) 

     Characteristic n % 

Time Served, Military Position 
     Less than 6 months  2 1.9
     6 months to 1 year  1 .9
     1 to 4 years 17 16.0
     5 to 9 years  22 20.8
     10+ years 64 60.4

 
Extent of Communication 
 
 Research question one asked to what extent post-deployed reservists reported 

communication during deployment with coworkers, supervisors, and managers from 

their civilian organization and with their non-deployed peers and leaders from their 

Army Reserve or National Guard unit. The results are presented by organization in 

the next section, and the reported frequencies of communication with military or 

civilian colleagues are reported in Table 2.  

Communication with civilian colleagues. As previously reported in 

participant demographics, 67% (n = 71) of the respondents indicated employment 

with a civilian organization at the time of deployment. From this subgroup, the 

majority of respondents indicated that individuals from their civilian employer 

communicated with them during their deployment. Ninety-three percent reported 

communication from their civilian coworkers, and 84.5% reported communication 

from their civilian supervisors. Communication with members of management, other 

than their supervisor, was reported by 63.4% of respondents. In contrast, 7% of 

respondents indicated they had received no communication from their civilian 

coworkers during their deployment, and 15.5% reported no communication from their 
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civilian supervisors. No communication with members of management, other than 

their supervisor, during their deployment was reported by 36.6% of the respondents. 

Only three (4%) of participants reported not communicating with anyone from all 

three groups. When asked about the frequency of their communication with civilian 

colleagues, the frequencies identified most often for civilian coworkers, supervisors, 

and managers were monthly (35%), less often than monthly (46%), and less often 

than monthly (51%) respectively.   

Communicating with military colleagues. Regarding communication with 

military colleagues, 80.2% (N = 106) reported communication from non-deployed 

peers from their military unit, and 68.9% reported communication from non-deployed 

leaders within their military unit’s chain of command. In contrast, 19.8% reported no 

communication with non-deployed peers from their military unit, and 31.1% reported 

no communication with non-deployed leaders within their military unit chain of 

command. Nineteen (17.9%) participants reported not communicating with any of 

their non-deployed peers and leaders from their military unit. The frequencies of 

communication with non-deployed military peers and leaders reported most often 

were several times monthly for peers (30%) and less often than monthly for leaders 

(33%).  

Channels of Communication.  

To answer research question two, which asked what channels of 

communication reservists reported using to communicate during their deployment, 

participants were asked to indicate all channels they used to communicate with their 
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civilian coworkers, supervisors, managers, and non-deployed military peers and 

leaders. The data indicated that e-mail was used by more participants than any other 

communication channel to communicate across all categories of civilian and military 

colleagues; the telephone (landline) was the second most used channel. 

 

Table 2 

Frequency of Communication by Organization and Relationship   

 Civiliana          Militaryb 
 

 
Frequency 

 

 Coworkers 
 (n = 63) 

 

 Supervisors 
  (n = 57) 

 

Managers 
 (n = 45) 

      

      Peers 
       (n = 84) 

 

Leaders 
 (n = 72) 

 
Almost daily 
 

   2 (.03) 2 (.04) 4 (.05) 3 (.04)

Once weekly 
 

   8 (.13) 4 (.07) 16 (.19) 6 (.08)

Several times   
   monthly 

 16 (.25) 10 (.18) 7 (.16) 25 (.30) 19 (.27)

Monthly 
 

 22 (.35) 17 (.30) 13 (.29) 
 

 
19 (.22) 20 (.28)

Less than 
monthly 

 15 (.24) 26 (.46) 23 (.51) 20 (.24) 24 (.33)

 

Note: Percentages in parenthesis represent percentage of those who reported communication by 
relationship category and frequency of communication. 
aParticipants who reported communicating with civilian colleagues. bParticipants who reported 
communicating with military colleagues. 

 

Participants not only reported e-mail as being used more than other channels, 

but when asked to identify the method of communication they used most frequently 
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when communicating with civilian colleagues, 86.8% selected e-mail, and 90.8% said 

they used e-mail with military colleagues. The reported frequency of use for each 

communication channel by relationship category for both military and civilian 

organizations is presented in Table 3. 

Table 3 

Communication Channels Used by Organization and Relationship 
 
 Civiliana    Militaryb 
 

 
Channel 

 

Coworkers 
(n = 66) 

 

Supervisors 
(n = 60) 

 

Managers 
 (n = 45) 

      

   Peers 
    (n = 85) 

 

Leaders 
 (n = 73) 

 
E-mail 
 

  65 (.99) 57 (.95) 43 (.96) 85 (100) 73 (100)

Telephone 
 

22 (.33) 20 (.33) 11 (.24) 34 (.40) 26 (.36)

Cellular phone 
 

7 (.11) 8 (.13) 2 (.04) 7 (.08) 6 (.08)

Mail 
 

18 (.27) 12 (.20) 6 (.13) 8 (.10) 7 (.10)

Video chat 
 

5 (.08) 2 (.03) 2 (.04) 6 (.07) 4 (.06)

Text chat 
 

8 (.12) 6 (.10) 3 (.07) 5 (.06) 2 (.03)

Social      
   networking 
 

11 (.17) 5 (.08) 4 (.09) 15 (.18) 7 (.10)

Other 2 (.03)c 1 (.02)d 1 (.02)e   3 (.04)f

 

Note: Percentages in parenthesis represent percentage of those who reported communication by 
relationship category and channel of communication. Multiple responses permitted. 
aParticipants who reported communicating with civilian colleagues. bParticipants who reported 
communicating with military colleagues. cFace-to-face and web blog. dWeb blog. eWeb blog. fNot 
collected.  
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Organizational Commitment   

 Research questions three (a) and four asked if the differences between post-

deployed reservists’ reported pre- and post-deployment levels of affective, normative, 

and continuance commitment to their civilian and military work places are 

significant.  Research question 3b asked if the differences in commitment levels are 

significant between post-deployed reservists reporting separation from their pre-

deployment civilian employer and those reporting continued employment. Results are 

presented by organization.  

 Commitment to the civilian organization. To analyze whether significant 

differences existed between the pre- and post-deployment means of affective, 

normative, and continuance commitment to their civilian organization, paired samples 

t tests were conducted. Affective and normative commitment differences were 

statistically significant while continuance commitment differences were not. 

Participants’ pre-deployment affective commitment (M = 3.70, SD = .79) was 

significantly higher than post-deployment affective commitment (M = 3.28,            

SD  = .95), t (70) = -4.662, p < .01, r = .49.   Participants’ pre-deployment normative 

commitment (M = 3.45, SD = .82) was significantly higher than post-deployment 

normative commitment (M = 3.13, SD = .98), t (70) = -3.337, p < .01, r = .37.  

Although not statistically significant, participants’ pre-deployment continuance 

commitment  (M = 2.93, SD = .76) was lower than post-deployment continuance 

commitment  (M = 3.01, SD = .87).  The pre- and post-deployment means, mean 
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differences, and standard deviations for the three types of commitment to the civilian 

organization are reported in Table 4. 

Table 4 

Means and Standard Deviations for Organizational Commitment to Civilian 
Organization 
 
_____________________________________________________________________ 

                                          Post-deployment       Pre-deployment         Difference 
                                         ______________     ________________     ___________ 
 
Variable                                 M         SD                M           SD               M        SD 
_____________________________________________________________________ 

Affective commitment 3.28* .95         3.70*    .79     -.42* .76 

Normative commitment 3.13* .98         3.45*    .82     -.32* .82 

Continuance commitment 3.01 .87         2.93    .76       .08 .70 

 

Note. N = 71. 

*p < .01. 

      

  

 Commitment differences between continued employment and separation. As 

previously stated, research question three (b) asked if a statistically significant 

difference existed in mean commitment scores between participants currently 

employed with the same civilian organization they had worked for prior to 

deployment and those who reported separation.  Of the 71 respondents who held 

civilian positions at the time of deployment, 52 (73.2%) reported continued 

employment and 19 (26.8%) reported separation. Of the 19 (26.8%) who reported 

separation from the civilian company, seven (36.8%) reported that their position was 
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eliminated or they were laid off because of the economy, five (26.3%) reported 

voluntarily leaving because of changes in job satisfaction, two (10.5%) were offered 

early retirement, two (10.5%) were terminated, one (5.3%) moved, one (5.3%) left 

due to expiration of required licenses and certifications, and one (5.3%) took a full-

time position with the military unit. 

An independent t test was conducted to determine if the differences in mean 

commitment scores before and after deployment were statistically significantly 

different. Significant differences were determined for normative and continuance 

commitment while differences in affective commitment were not significant. 

Although the mean differences for post-deployment normative commitment, 

reflecting an obligation to stay, for both groups decreased, the decrease was greater 

and statistically significant for those who were no longer employed (M = 2.61,        

SD = .82) than those for still employed (M = 3.32, SD = .76), t (69) = 2.132, p < .05,  

r = .25. Mean differences were also significant for post-deployed continuance 

commitment, or the felt necessity of maintaining employment. For separated 

employees continuance commitment decreased (M = 2.70, SD = .78), while mean 

differences for those who continued employment increased (M = 3.12, SD = .89),       

t (69) = 3.573, p < .01, r = .42. Means, standard deviations and mean differences are 

reported in Table 5. 
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Table 5 
 
Means and Standard Deviations for Organizational Commitment to Civilian 
Organization by Employment Status 
 
_____________________________________________________________________ 

                           Post-deployment               Pre-deployment                   Difference 

                           Emp.a       Sep.b                 Emp.         Sep.                Emp.           Sep. 
                       _________________         ________________        ________________ 
 
Variable            M (SD)        M ( SD)          M (SD)       M (SD)         M (SD)     M (SD) 
_____________________________________________________________________ 

Affective               3.46 (.96)       
  commitment 

  2.79 (.75)      3.80 (.75) 3.42 (.84)  -.34 (.62)  -.63 (1.05) 

Normative             3.32 (.97) 
  commitment    

2.61 (.82)   3.52 (.83) 3.23 (.78)  -.20 (.73)*  -.66 (.97)* 

Continuance          3.12 (.89)    
  commitment 

2.70 (.78)         2.88 (.79) 3.08  (.65)     .24 (.58)**  -.38 (.81)**

 

Note.  aEmp. = employed at civilian organization, n = 52. bSep. = separated from civilian organization, 
n = 19. 
*p < .05.  **p < .01. 

 

 Commitment to the military organization. To analyze whether significant 

differences existed between the pre- and post-deployment means of affective, 

normative, and continuance commitment to their Army Reserve or Army National 

Guard unit, paired samples t tests were conducted. For the military organizations, 

significant differences were found for mean scores in all three types of commitment. 

On average, participants’ affective, normative, and continuance commitment levels 

were higher before deployment. Pre-deployment affective commitment (M = 3.69,    

SD = .85) was significantly higher than post-deployment affective commitment        

(M = 3.31, SD = 1.02), t (105) = -4.04, p < .01, r = .43.  Participants’ pre-deployment 
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normative commitment (M = 3.61, SD = .85) was significantly higher than post-

deployment normative commitment (M = 3.07, SD = 1.00), t (105) = -5.89,                   

p < .01, r = .58. Pre-deployment continuance commitment (M = 2.72, SD = .73) was 

significantly higher than post-deployment continuance commitment (M = 2.52,          

SD = .83), t (105) = -2.90, p < .01, r = .32.  The pre- and post-deployment means, 

mean differences, and standard deviations for the three types of commitment to the 

civilian organization are reported in Table 6. 

Table 6 

Means and Standard Deviations for Organizational Commitment to Military 
Organization 
 
_____________________________________________________________________ 

                                          Post-deployment        Pre-deployment          Difference 

                                         ______________     ________________     ___________ 
 
Variable                                 M         SD               M           SD               M        SD 
_____________________________________________________________________ 

Affective commitment 3.31 1.02      3.69     .85    - .38* .96 

Normative commitment 3.07 1.00      3.61     .85    - .54* .94 

Continuance commitment 2.52 .83      2.72     .73    - .20* .72 

 

Note. N = 105.  
*p < .01. 
 

Frequency of Communication and Message Content  

 Research question five asked to what extent frequency of communication and 

message content with civilian colleagues and with non-deployed reserve members 
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during deployment influenced the differences in reported levels of affective, 

normative, and continuance commitment to both the reservists’ civilian and military 

organizations. Results for frequency are presented first, followed by results for 

message content. 

Frequency of communication.  Participants reported frequency of 

communication by relationship type on a 6-point scale (1 = never, 2 = almost daily,     

3 = once weekly, 4 = several times monthly, 5 = monthly, and 6 = less often than 

monthly). To assess the extent that frequency influenced commitment changes, mean 

frequency scores of those reporting communication were calculated in PASW 

Statistics 17.0 by removing participants responding never. Note that given the scale 

described above, once the participants responding never were removed, lower means 

are associated with more frequent communication.  

To determine the extent frequency of communication influenced the 

differences in reported commitment levels, independent t tests were conducted for 

each organization. Using PASW Statistics 17.0 variables were created for the mean 

differences in pre- and post-deployment affective, normative, and continuance 

commitment scores. These variables were the test variables in the independent t tests 

for each organization. The grouping variable was one of the relationship categories, 

defined as high or low for the organization being measured. Participants who were 

identified as high communication or low communication for all relationships 

measured in the organization tested were included in the independent t tests.  For the 

civilian organization, 14 participants were classified as high in all civilian relationship 
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categories and 11 were classified as low. For the military organization, 24 participants 

were identified as high in both relationship categories and 29 as low. Further analysis 

revealed that 17 of these participants were classified as either high or low for all 

relationship categories to both their military and civilian organizations. Mean scores 

for frequency and standard deviations of participants reporting communication with 

colleagues from either their military or civilian organizations are reported in Table 7.  

Independent t tests revealed no significant relationships between the changes 

in affective, normative, and continuance commitment to both the civilian or military 

organizations and the frequency of communication. No significant differences were 

found for the mean difference of high communicators (M = -.49, SD = 1.00) and the 

mean difference of low communicators (M = -.46, SD = .62), t (23) = -.097, p >.05 on 

affective commitment to the civilian organization. No significant difference was 

found for the mean difference of high communicators (M = -.54, SD = .83) and the 

mean difference of low communicators (M = -.23, SD = 1.34), t (23) = -.710, p >.05 

on normative commitment to the civilian organization. For continuance commitment, 

no significant difference was found for the mean difference of high communicators       

(M = .30, SD = .77) and the mean difference of low communicators (M = .12,           

SD = .85), t (23) = .543, p >.05. 

For the military unit, no significant differences were identified for the mean 

difference of high communicators (M = -.30, SD = .63) and the mean difference of 

low communicators (M = -.40, SD = 1.06), t (51) = .420, p >.05 on affective 

commitment. No significant differences were found for the difference of high 
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communicators        (M = -.43, SD = .84) and of low communicators (M = -.51,        

SD = 1.12), t (51) = .272,   p >.05 on normative commitment. For continuance 

commitment, no significant differences were found for the mean difference of high 

communicators (M = -.08, SD = .70) and the mean difference of low communicators 

(M = -.25, SD = .78), t (51) = .794, p >.05. 

Table 7 

Frequency of Communication 

_____________________________________________________________________ 

                                                Total                           High                       Low 
                                         ______________     ________________     ___________ 
 
 Relationship category     M        SD       N          M        SD     N          M       SD     N 

 

Message content.  Participants rated their level of agreement using the 

previously described scale on eight statements about the content of messages from 

their civilian coworkers and supervisors. An additional five statements asked about 

communication between the organization and reservists’ family members. When 

Civilian co-workers 4.63 1.08 63   3.50 .76 14 5.55 .52 11

Civilian supervisors 5.14    .95 57   4.29 .73 14 6.00 .00 11

Civilian managers - 
other than supervisor 

5.22  1.02 45   4.29 .83 14 6.00 .00 11

Military peers 4.42 1.18 84   3.29 .69 24 5.45 .51 29

Military leaders 4.78 1.13 72   3.58 .65 24 5.66 .48 29

 

Note. Lower means are associated with more frequent communication. 
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asked if messages from coworkers were focused on the writer’s personal life, 25 

(39%) disagreed or strongly disagreed; 40 (62%) disagreed or strongly disagreed for 

supervisors messages. When asked if messages were about work topics, 33 (51%) 

respondents disagreed or strongly disagreed for coworker messages and 28 (43%) 

disagreed or strongly disagreed for supervisors’ messages. In contrast, when asked if 

civilian coworkers and supervisors were more interested in hearing about the 

reservists’ activities, 42 (65%) responded they agreed or strongly agreed for coworker 

messages and 31 (48%) agreed or strongly agreed for supervisor messages.  

Conversely, when asked if messages received from their civilian coworkers 

and supervisors were focused on providing support, 49 (75%) and 41 (63%) agreed or 

strongly agreed for coworker and supervisor messages, respectively. Participants also 

agreed or strongly agreed that the messages from coworkers and supervisors 

expressed interest in the deployed reservists’ activities; 42 (65%) and 31 (48%), 

respectively.    

Participants were asked about communication with family members about 

their civilian organization. Forty-six (70%) agreed or strongly agreed to the statement 

“during my deployment, I communicated with my family about my civilian 

organization.” Responses to whether or not civilian colleagues communicated with 

family members were split; 28 (43%) responded they disagreed or strongly disagreed 

that civilian colleagues communicated with their family; 30 (46%) agreed or strongly 

agreed. However, when asked if family members received company newsletters or 
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were included in organizational activities, 42 (65%) disagreed or strongly disagreed 

about newsletters and 38 (59%) for organizational activities.  

Bivariate correlation analysis was used to determine the extent that message 

content was related to the change in commitment levels. Only 5 of the 13 Likert 

statements measuring message content were found to be statistically significantly 

correlated with the differences in commitment to either the military or civilian 

organizations. Messages from civilian coworkers that expressed more interest in 

hearing about the deployed reservist and from those that focused on encouraging the 

reservist to be safe were significantly and negatively related to the differences in 

affective (r = -.44 and r = -.32, p < .01, respectively) and normative (r = -.47 and    

r = -.38, p < .01, respectively) commitment to the military unit. Additionally, the 

messages about being safe were significantly and negatively related to continuance    

(r = -.29, p < .05) commitment to the military unit. Messages from civilian 

supervisors about work topics and encouraging reservists to be safe were negatively 

and significantly related to the differences in continuance commitment to the military 

organization, r = -.26 and r = -.25, p < .05, respectively. Civilian supervisor messages 

encouraging reservists to be safe were also significantly and negatively associated 

with the change in normative (r = -.26, p < .05) commitment to the military. 

Participants’ communication with family members about their civilian organization 

was found to be significantly and positively related to differences in civilian 

continuance commitment  (r = .31, p < .01). Interestingly, no other significant 

correlations were found between message content and changes in commitment levels 
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to the civilian organization. The correlation matrix for all significant and insignificant 

correlations appears as  Appendix F. 

Deployment Experiences 

 To answer research question six that asked to what extent reservists’ 

deployment experiences influenced changes in affective, normative, and continuance 

commitment to their military and civilian organizations, bivariate correlation analysis 

and independent t tests were used. All of the significant bivariate correlations found 

between changes in commitment and deployment experiences were to the military 

unit. Being satisfied with benefits provided by the civilian organization was 

significantly and negatively related with changes in affective (r = -.24, p < .05) and 

normative (r = -.23, p < .05) commitment to the military organization. More 

satisfaction with the military job versus the civilian job was significantly and 

positively correlated to affective (r = .27, p < .01), normative (r = .27, p < .01), and 

continuance (r = .21, p < .05) commitment to the military unit. The military job being 

viewed as more important than the civilian job by participants was significantly and 

positively correlated to affective (r = .21, p < .05), normative (r = .30, p < .01), and 

continuance (r = .27, p < .01) commitment to the military organization.  A positive 

and significant relationship was also found between affective (r = .21, p < .05) and 

normative (r = .22, p < .05) commitment with the participant being viewed by 

military colleagues as a leader more than civilian colleagues. No significant 

relationships were found between consequences of decision making, family financial 

difficulties, or more responsibility in the military job and changes in the three levels 
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of commitment to the civilian and military organization. The correlation matrix with 

all variables of interest appears as Appendix G. 

 Independent t tests were conducted to determine the extent that combat 

exposure influenced changes in commitment. Respondents were split into two groups, 

those reporting combat exposure and those reporting not being exposed to combat. 

Combat exposure included being present during direct or indirect fire or engaging the 

enemy. Of the 106 participants, 86 (81%) reported combat exposure and 20 (19%) 

reported not being exposed to combat.  From the subset of the 71 participants with a 

civilian job in addition to their military commitment, 54 (76%) reported combat 

exposure; 17 (24%) reported not being exposed to combat. Statistical significance 

was found between the changes in pre- and post-deployment affective and normative 

commitment means to the military organization for combat exposure. On average, the 

difference in mean commitment scores of participants exposed to combat (M = -.48, 

SD = 1.01) was related to decreased affective commitment to the military 

organization, whereas those who reported no combat exposure (M = .08, SD = .47),    

t (104) = 3.66, equal variances not assumed, p < .05, r = .37, experienced increased 

affective commitment. The mean changes in differences to normative commitment 

were also significant.  Those exposed to combat (M = -.61, SD = 1.00) experienced 

greater decreases to normative commitment to the military organization than those 

not exposed to combat (M = -.20, SD = .47), t (104) = 2.75, equal variances not 

assumed,  p < .05, r = .27. All mean differences and standard deviations are reported 

in Table 8. 
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Table 8 

Combat Exposure and Mean Differences to Changes in Commitment  

_____________________________________________________________________ 

                                                         Exposed to Combat             No Combat Exposure 
                                                        _________________          ___________________ 
 
Variable                                                M       SD       N                   M         SD       N 
_____________________________________________________________________ 

Affective commitment,  civilian -.46   .84 54           -.28 .43 17 

Normative commitment, civilian  -.35   .83 54           -.26 .80 17 

Continuance commitment,  civilian   .16   .63  54           -.19    .85 17 

Affective commitment, military -.48* 1.01 86   .08* .48 20 

Normative commitment, military -.61* 1.00 86 -.20* .47 20 

Continuance commitment, military -.23   .74 86         -.08 .62 20 

 

*p < .05       

 

Changes to the Civilian Workplace 

 Research question seven asked to what extent changes in the civilian work- 

place influence the difference in reservists’ pre- and post-deployment commitment to 

their civilian organization. Bivariate correlation analysis was conducted to determine 

significant relationships. All but two of the variables, “The civilian workplace I came 

back to was very different from the one I left” and “I felt as if I was included in 

changes or big news at work while I was deployed,” were significantly correlated 

with one or more of the differences in commitment.  Intercorrelations of all variables 

related to changes in the civilian workplace are presented as Appendix H. 
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Reintegration to the Civilian Organization 

 Two methods were used to answer research question eight, which asked 

reservists what their civilian organization could do to facilitate reintegration once 

demobilized.  First, reservists were asked to respond to the five-point scale item, “I 

was satisfied with recognition I received for my military service by my civilian 

organization when I returned to work after deployment.” The number of participants 

responding that they either agreed or strongly agreed with this statement was              

36 (51%). Those responding that they either disagreed or strongly disagree equaled   

17 (24%). The remaining 18 (25%) indicated that they neither agreed nor disagreed 

with the statement. The mean score for satisfaction was 3.39 (SD = 1.15). Bivariate 

correlation analysis with commitment levels to the civilian organization resulted in 

significant relationships with changes in affective, r = .37, and changes in normative 

commitment, r = .49, p < .01. 

 Thematic analysis was used to identify the common themes from the three 

open-ended questions about the post-deployed reservists’ reintegration experiences. 

Responses to each question were analyzed by first reading all responses to become 

familiar with the data. The next step consisted of highlighting identical responses 

while reading for the main idea of each response. Once the main themes for all 

responses were coded, a broader analysis was conducted to identify themes.   

For each of the open-ended questions, three common themes emerged:  

(a) reservists did not want or need any additional support or recognition upon return 

to their civilian job, (b) support and acknowledgement of the reservists’ sacrifices and 
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service, and (c) support and assistance when resuming job duties. Results for each 

open-ended question are presented below using these three themes. 

 Additional recognition.  When asked how else they would have wanted to be 

recognized by their civilian employer, 46 of the 71 participants who held both 

military and civilian jobs responded. Of this response, 28 (61%) responded that they 

were either satisfied with how they were recognized or that they did not want 

additional recognition. In the next largest group of responses, ten (22%) participants 

referenced having their service acknowledged by their civilian colleagues. Four 

participants mentioned that they would have appreciated being recognized by their 

CEO, supervisor, or leader. Six others mentioned that they would have appreciated 

being acknowledged for their service in an employee gathering or a lunch. Finally, 

the remaining eight (17%) comments were about the job itself. Not given enough time 

to adjust was mentioned by three participants, not receiving the appropriate pay for 

newly assigned duties, not being moved to another job, and not having medical 

benefits when first returning comprised the responses about the job. Two participants 

responded that they wish their civilian employer had not laid them off when they 

returned from deployment. 

 Adjustment help provided by the civilian organization. Participants were 

asked what assistance their civilian organization provided during their reintegration. 

A total of 53 comments were made from the 71 potential respondents. The most 

frequent response, 25 (47%), was that their civilian organization did nothing to 

provide them with adjustment help. In the theme focused around support and 
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acknowledgment,      15 (28%) participants responded. Being publicly recognized was 

reported by five, receiving counseling assistance by four, receiving encouragement 

and support from company personnel by three, being allowed a flexible schedule and 

days off by two, and being asked about the deployment experience by colleagues by 

one. Thirteen (25%) of the participants reported they received job-related support. 

Ten reported they received time to relearn their jobs, one reported attending the new 

employee briefing to be refreshed on benefits, one was allowed to job shadow while 

relearning the job, one was provided with a severance package.    

 Additional adjustment help desired. The final open-ended question asked 

post-deployed reservists what else their civilian employer could have done to help 

them in the reintegration process. Of the 45 responses to this question, the most 

frequent response, that no additional help was needed, was made by 26 (58%) 

participants. Additional support specific to the job was identified by 14 (31%). These 

included five comments about wanting their supervisor to sit down and provide them 

with a summary of changes made during their absence, three needing additional time 

to get up to speed, two wanting to be retrained, and one comment each for wanting a 

mentor, being paid for increased job responsibilities, wanting better work projects 

instead of the “leftovers,” and wanting the same work contract as they had prior to 

deployment. In the area of support, five (11%) areas were identified with one 

response each. Participants commented needing time off before returning to work, 

wanting to be welcomed and acknowledged for sacrifices made by the post-deployed 
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reservist, returning calls while deployed, writing letters during deployment, and 

understanding that the returning reservist had changed. 

 A discussion of these findings is presented in the next chapter. 
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CHAPTER FIVE 

Discussion 

 

 The purpose of this study was to examine the relationship of communication 

during military deployment on the post-deployed reservists’ reported changes in 

affective, normative, and continuance commitment levels to their civilian and military 

organizations. Frequency of communication, channels used to communicate, and 

message content were examined. Additionally, the relationship of deployment 

experiences, changes in their civilian organization, and reintegration experiences on 

changes to commitment were also examined. Deployment experiences examined were 

participants’ reported levels of exposure to combat, satisfaction with civilian benefits, 

and satisfaction with their military job while deployed.  The overall findings of this 

study indicate that deployed reservists are communicating with civilian colleagues, 

supervisors, managers, and non-deployed military peers and leaders. They are 

communicating frequently using a variety of channels, but predominantly e-mail. 

With the exception of continuance commitment to the civilian organization, 

statistically significant decreases to all levels of commitment to both organizations 

were found. 

Review of Findings  

This chapter addresses the conclusions drawn from the findings, discusses the 

implications of these findings, outlines limitations of the study, and proposes 

directions for future research. For purposes of discussion, this chapter is divided into 
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three sections: communication during deployment of Army reservists, implications of 

communication, deployment experiences, and civilian workplace changes on Meyer 

and Allen’s (1991) three-component model of commitment, and the reintegration of 

returning soldiers to their civilian workplace. 

  Communication During Deployment. One of the main contributions of this 

study is that it adds to the limited information currently known about the extent of 

communication taking place during military deployment between soldiers and their 

civilian coworkers and non-deployed military colleagues. Research question one and 

research question two inquired about the extent of communication by deployed 

reservists and the channels used to communicate. Changes in technology from those 

available in earlier conflicts are pronounced. Ender and Segal in 1998 reported in 

their study of the communication media used by soldiers deployed to Somalia that 

82.1% (N = 366) of the soldiers hardly ever used e-mail. Schumm et al. (2004) 

reported that e-mail was never used by 61.8% (N = 524) of soldiers when 

communicating with home while on a peacekeeping mission in the Sinai in 1995. 

Although these two studies focused on soldiers’ communication with family members 

while deployed, they provide a frame of reference to understand the rapid growth in 

technological advancements in communication. This growth in e-mail usage by 

soldiers is quite pronounced when considering the results of the present study.  

Almost 100% of the participants in this study reported using e-mail to communicate 

with civilian and military colleagues. Not only did almost all participants report using 
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e-mail, but they also reported e-mail as the most frequently used channel to 

communicate with colleagues. 

 Frequency of communication. In addition to understanding the 

communication channels used by deployed reservists, this study also extends our 

knowledge about how frequently these soldiers communicated with civilian 

coworkers, supervisors, managers, and non-deployed military peers and leaders. 

Schumm et al. (2004) reported that 13.8% of the soldiers’ communicated one to three 

times monthly across all communication channels; 9% communicated on average 

once weekly. For this study, 51% of the participants’ reported communicating several 

times monthly to monthly with civilian coworkers, supervisors, and managers and 

53% with military colleagues at home. Weekly communication was reported by 10% 

with civilian colleagues and 13% with military colleagues. These comparisons 

indicate that today’s reservists are communicating more frequently with civilian and 

non-deployed military colleagues than did the previous generation of deployed 

soldiers with their family members. Given this, it is evident that today’s deployed 

reservists use communication technologies to maintain relationships. 

 Another aspect of communication examined was message content. 

Overwhelmingly, reservists agreed or strongly agreed that the messages received 

from their civilian coworkers were focused on providing support (75%) and 

expressing interest in the deployed reservists’ activities (65%). In contrast, only 23% 

of respondents indicated coworker messages were about work topics, and 45% 

reported the messages were about their coworkers’ personal lives. A similar 
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dichotomy was reported about messages from supervisors. The majority of 

respondents agreed or strongly agreed that supervisor messages were focused on 

providing support (63%) and expressing interest in the deployed reservists’ activities 

(48%). Only 26% of participants reported supervisors’ messages were about work 

topics and 12% agreed or strongly agreed that the messages were about their 

supervisors’ personal lives.  

What is clear from this data is that coworkers and supervisors provided 

messages of support for the deployed reservist. While coworkers and supervisors use 

this informal communication to give support to their deployed colleague, these 

messages of support may have a secondary benefit. As argued by Grant et al. (2008), 

acts of supporting coworkers can result in increased affective commitment to the 

organization of those employees providing the support. During the process of 

supporting their deployed coworker, employees may be fostering a stronger bond 

between one another and with the organization itself.        

 Communication scholars have argued against the early viewpoint of 

computer-mediated communication (CMC) as a less “rich” medium, one that resulted 

in diminished communication satisfaction (Haythornthwaite, 2005). This early 

viewpoint of CMC was based upon media richness theory, which posited that media 

with multiple cues – tone of voice, nonverbal cues, and facial expressions – were 

“richer” and more effective for transmitting information (Daft & Lengel, 1986; Daft, 

Lengel, & Trevino, 1987). “Lean” media, those with few cues, were identified as 

inappropriate for interpersonal communication (Daft & Lengel, 1986). Similarly, 
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social presence, which represents the degree of salience or awareness of another 

person, has been associated with the communication channel (Short, Williams, & 

Christie, 1976). Both theories argued that the decreased cues in CMC resulted in 

decreased awareness and sensitivity and subsequently resulted in impersonal 

exchanges. Recently, using the context of online classes, scholars have argued that 

presence can be established through sharing of ideas, encouraging others, and 

clarifying questions, thereby reducing ambiguity (LaRose & Whitten, 2000; Russo & 

Benson, 2005). Support for computer-mediated social support was also reported by 

Turner, Grube, and Meyers (2001).     

During their deployments to the Middle East, reservists have been faced with 

many dangers. News reports are far too frequent of roadside bombs, snipers, and 

suicide bombings that injure or fatally wound U. S. soldiers. In such an intense work 

environment, frequent communication with messages of support from their civilian 

and non-deployed military colleagues reflects the reservists’ need to stay connected 

with. Equally, as Baym (2009) and Wellman and Haythornthwaite (2002) argued, it 

reflects the integration of human communication and technology in our daily lives. 

This communication also blurs the boundary, which prior to deployment was perhaps 

clearer, between the reservists’ civilian position and their military job. Prior to 

deployment, citizen-soldiers reported for military duty one weekend monthly and for 

training two weeks annually. For reservists working the typical Monday through 

Friday schedule in civilian jobs, weekend drills are not taking time away from their 

civilian job. Absence for two weeks annually to perform training is similar to taking a 
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vacation from their civilian job. These short-term participation in military activities 

makes it easier for reservists to draw clear lines of distinction between their civilian 

and military positions. However, during lengthy deployments the boundary between 

the role of citizen and the role of soldier is not as clear, given the amount of 

communication taking place with civilian colleagues.  

 Organizational Commitment.  Organizational commitment was measured 

multiple times in this study to answer research questions three and four. Pre- and 

post-deployment affective, normative, and continuance commitment to participants’ 

civilian organization and military unit were measured.  Additionally, to address 

research question 3b, commitment measures for the civilian organization were 

subdivided into two groups based on employment status. On group consisted of 

reservists who reported continued employment with their civilian organization; the 

other group consisted of those who reported separation. Consistent with the meta-

analysis conducted by Meyer et al. (2002), affective and normative commitment were 

highly correlated (r ranging from .67 to .87) for every time period and both 

organizations. The correlation between affective and normative commitment in this 

study adds to the literature reporting strong links between these two components of 

commitment. 

One of the main areas of investigation in this study was the relationship of 

communication, deployment experiences, and changes in the civilian workplace on 

organizational commitment. Although much research has been conducted on 

organizational commitment, this study is one of the first to examine the construct in 
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the specific context of the deployed citizen-soldier. Somewhat surprisingly, all but 

one level of post-deployment affective, normative, and continuance commitment to 

both the military and civilian organizations resulted in statistically significant 

decreases. The only exception, continuance commitment to the civilian organization, 

increased, but the increase was not statistically significant (Table 4).  

However, when separating the commitment scores of employees who reported 

no longer being employed by their pre-deployment civilian organization from those 

who remained employed, several changes were noted (Table 5).  First, for the 52 

participants still employed by their civilian company, although affective and 

normative commitment levels still decreased, the amount of the decrease was less 

than that for the total group. Additionally, this decrease resulted in affective 

commitment no longer being statistically significant for this group; the decrease in 

normative commitment remained statistically significant. Second, continuance 

commitment increased by a greater amount, and the increase was statistically 

significant. Changes were also noted in commitment levels of the 19 participants no 

longer employed by their pre-deployment civilian company. First, all of the 

commitment levels decreased by a greater amount as compared to the entire group 

(Table 5). However, the decrease in affective commitment was no longer significant, 

while the decrease in normative commitment remained significant. Second, the 

difference in continuance commitment for this subset versus all participants who 

worked for a civilian organization was quite different. Instead of a small, insignificant 

increase to continuance commitment, it was now a statistically significant decrease.  
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Analyzing the changes in commitment levels of these two groups separately 

makes sense. Of the 19 participants who reported no longer working for the civilian 

organization, 17 left under negative circumstances. Three participants indicated that 

they were either laid off when they returned from deployment or that they never 

returned to the company. The remaining fourteen, citing economic changes or job 

satisfaction issues as the reason they were no longer employed by their civilian 

company, did not indicate when their employment terminated. Regardless, it is not 

surprising that their commitment scores reflected greater decreases than those who 

remained employed. Being terminated, laid off, or forced to retire from one’s position 

would likely have a negative influence on perceptions of commitment. 

What is most intriguing when considering the changes in pre- and post-

deployment commitment levels of participants still employed, is the change in 

affective commitment. Previously, with both groups reported together, affective 

commitment showed a significant decrease. Now, with only those still employed, the 

amount of the decrease in affective commitment is less and the decrease is no longer 

statistically significant.  

Of the three components of commitment, affective commitment is most 

aligned with this studies’ investigation, however, following Meyer & Allen’s (1997, 

1991) recommendation all three components were measured. Although affective 

commitment decreased in all analyses, the statistically insignificant decrease 

associated with the participants still employed with their company gives rise to the 

question of the degree to which communication with colleagues is related to 
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minimizing the decrease or maintaining the pre-deployment levels. Future research 

should address this issue. 

When considering the changes to pre- and post-deployment commitment to 

the military organization, it may not be surprising that all components of commitment 

to participants’ reserve unit showed statistically significant decreases. Because 

decreased commitment is associated with turnover (Allen & Meyer, 1990), the 

decline in reservists’ post-deployed commitment may lead to decreased soldier 

retention. Given the emerging demands placed on reserve units since the events of 

9/11, soldier retention has increasingly become a concern for military leaders 

(Griffith, 2009).  

In a review of organizational commitment in the military, Allen (2003) called 

for a continued focus on construct validation in the context of the military culture. 

The findings in this study support Allen’s position. Although participants reported 

decreased levels of post-deployment commitment to the military organization,           

64 (60%) responded they strongly disagreed or disagreed that they felt less 

commitment to their military unit after deployment. An additional 18 (17%) 

responded that they neither agreed nor disagreed; only (24) 23% responded they 

agreed or strongly agreed to feeling less commitment. With 77% of the respondents in 

this study reporting that they strongly disagreed, disagreed, or were neutral about 

feeling less committed, it does raise questions about the validity of Meyer and Allen’s 

(1991) commitment scales in the military context.  
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 Communication and organizational commitment. Although post-deployed 

reservists reported communicating during deployment with colleagues from both their 

civilian employer and reserve unit, frequency of communication, and with a few 

exceptions, message content did not relate to changes in commitment. This in itself 

was surprising, but even more unexpected was the relationship found between 

messages of support from civilian colleagues and levels of commitment. Support 

messages from coworkers and supervisors that encouraged the reservists to take care 

and be safe were significantly and negatively related to two or more levels of military 

commitment. Therefore, responses that indicated strong agreement that coworker and 

supervisor messages encouraged them to be safe were associated with decreases in 

military commitment. Messages from coworkers that were focused on wanting to 

know about the reservists’ activities also correlated negatively and significantly with 

affective and normative commitment to the military unit. As before, responses with 

strong agreement that in their messages coworkers wanted to know about the 

reservists’ activities were related to decreases in military commitment. None of these 

message types were related to changes in commitment to the civilian organization.  

At first, the relationships between these messages and commitment appear 

puzzling. How is it that messages intended to show support and encouragement as 

well as demonstrate interest in the reservists’ activities be related to decreased 

commitment? One possible explanation is that communicating with civilian 

colleagues represents a distraction or an escape from the dangers and intensity of their 

work environment. Reservists’ relationships with civilian colleagues are a shared 
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reality of the civilian workplace environment, one that is not associated with the 

military mission. Therefore, when civilian colleagues express concerns and show 

interest in reservists’ activities in messages, reservists are reminded of the dangers 

and horrors of their current situation. Unable to escape from this reality, even for a 

short time, by communicating with civilian coworkers could lead to decreased 

commitment. In 2003, Allen posited that a lack of information exists on the 

relationship between commitment and behavior under stressful conditions. This data 

suggests that reservists who work and live in stressful conditions for lengthy periods 

of time may not report the desire, the need, or the obligation to remain a citizen-

soldier.  

 Deployment experiences and organizational commitment. Research 

question six asked the extent to which deployment experiences were related to 

changes in commitment.  Two categories of deployment experiences and their 

relationship to commitment were considered in this study.  

First, participants exposed to combat experienced significant decreases in 

affective and normative commitment to the military. Multiple studies have reported 

on the negative relationship of deployment stressors, including combat exposure, of 

soldiers returning from Iraq and Afghanistan (LaBash, Vogt, King, & King, 2009; 

LaPierre et al., 2007; Renshaw, Rodrigues, & Jones, 2009). In 2007, Wheeler and 

Bragin reported that almost half of the National Guard soldiers returning from 

deployment reported psychological symptoms of distress. Given this, decreased 

organizational commitment to the military as a result of combat exposure appears 
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intuitive. Engaging in combat that results in wounding or taking the life of another, 

watching fellow soldiers be severely injured or killed, or facing the many horrors 

associated with war, could create a tension between the soldiers’ belief in, support of, 

and commitment to the military mission and the soldiers’ personal values. This 

tension and conflicting value system could account for the reported decreased 

commitment to the military unit and large number of soldiers’ reporting 

psychological distress. More importantly, when comparing organizational 

commitment to psychological distress, decreased commitment levels of commitment 

appear insignificant.  

 The second category of deployment experiences dealt primarily with 

characteristics of the military job. For reservists who reported having civilian 

positions in addition to their military job, a consistent pattern of rating their military 

job as more salient than their civilian job was found. A positive statistically 

significant relationship was associated with commitment to the military organization 

for reservists who reported greater satisfaction with their military job than their 

civilian job, that their military job was more important than their civilian one, and that 

their military, more than their civilian, colleagues viewed them as a leader. Although 

these same dimensions were not statistically significant for changes in commitment to 

the civilian organization, several approached negative significance. These self-

reported evaluations of reservists’ military jobs indicate increased job satisfaction and 

involvement and are associated with increased commitment to the military 

organization.    
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 Meyer et al. (2002) identified job satisfaction, job involvement, and 

occupational commitment as correlates of commitment. Additionally, Meyer et al. 

(2002) reported strong correlations between affective commitment and all three 

variables with the strongest correlation to overall job satisfaction. Although this study 

compared satisfaction between two jobs, the finding of greater satisfaction with the 

military job as having a medium effect (r = .27) on affective commitment, provides 

further support for job satisfaction as a correlate to affective commitment. Further 

studies identifying the tasks or job components contributing to soldiers’ job 

satisfaction would help military leaders identify strategies to foster affective 

commitment. 

 When considering the relationship of both dimensions of deployment 

experiences to changes in commitment, additional questions are warranted. How is  

it that exposure to combat is associated with decreases in commitment, while 

characteristics of the job are associated with increases in commitment? Is it possible 

for reservists to simultaneously view their military job as more important and 

satisfying than their civilian job and engage in combat? Or, are these viewpoints 

mutually exclusive? Understanding the interaction of these findings may be warranted 

in future studies.  

Civilian workplace changes and organizational commitment. One of the 

findings of this study was that topics of communication between civilian coworkers 

and supervisors were more supportive in nature than about work-related issues. Given 

the infrequency of reported conversations about work topics, reservists’ seemingly 
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return to their civilian organization and are faced with adjusting to a changed 

organization. Research question seven explored the relationship between perceived 

changes in the civilian organization and changes to organization commitment. All but 

two of the nine bivariate correlations measuring association of changes in the 

organizational to changes in commitment were statistically significant to one or more 

levels of commitment. In all correlations, the scores reflecting more change resulted 

in decreases to commitment.  

Findings for this question are conflicting. Results show that reservists 

communicate regularly with civilian coworkers, but only 15 (23%) participants report 

communicating with coworkers about work topics and only 17 (26%) reported 

communicating about work topics with their supervisors. Furthermore, 49 (69%) 

reservists’ reported they disagreed or strongly disagreed with the statement “While 

deployed I was not interested in what was happening at my civilian organization.” 

Conversely, 15 (21%) responded they agreed or strongly agreed with this statement;  

7 (10%) neither agreed nor disagreed. Why then, given the opportunity to send and 

receive messages about organizational issues and changes, are a minority of 

participants communicating about the organization with coworkers? One possible 

explanation to this question relates to the work environment of the deployed reservist. 

Returning soldiers have reported repeated exposure to injury to both themselves and 

other soldiers (Gutierrez & Brenner, 2009), seeing injured or ill women and children 

whom they could not help (Lineberry, et al., 2006), combat exposure (Renshaw et al., 

2009), and difficult, intense living conditions (LaBash et al., 2009). Although 
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interested in activities at the civilian organization, to maintain focus and survive the 

emotional intensity and stress of daily life during their deployment, reservists may not 

be able to cope with the added stress associated organizational change. From the 

reservists’ perspective, the physical and mental demands of surviving their daily 

activities during deployment are draining. Changes to policies, operating procedures, 

budgets, and work assignments at their civilian organization may appear trivial as 

compared to reservists’ daily struggle with survival. Because of this when returning 

to their civilian job after deployment, they are faced with adapting to a changed 

organization. It is not unexpected then, that the number of changes and magnitude of 

their outcomes could adversely affect organizational commitment. 

  Reintegration to the Civilian Workplace.  One Likert scale item and three 

open-ended questions were used to understand the reintegration experiences of 

returning citizen-soldiers. Whether the question was about being recognized, the 

adjustment assistance provided to them by their civilian organization, or additional 

assistance they would have found helpful, three themes were common to all.  

 The first theme addressed the recognition the reservists received when they 

returned to their civilian organization. The majority of respondents indicated they 

were satisfied with the recognition or that they did not want to be recognized for their 

service. From this, it appears that civilian organizations are welcoming their returning 

citizen-soldiers with some type of ceremony or event. One response in particular 

captures the essence of those who felt they received adequate recognition for their 
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service, “Nothing more. I felt my service to our country was my own doing and to 

expect more recognition to do my part for our nation would be self-rewarding.” 

 Still, some soldiers expressed not being satisfied with the recognition they 

received upon their return. Four participants specifically mentioned wanting their 

return and service acknowledged by the company CEO, leader, or supervisor. These 

comments support the findings by several scholars of the importance of supervisor 

and top management’s support to perceived organizational support and commitment 

(Allen, 1992; Postmes et al., 200l). For example, “A letter of appreciation from the 

over-all supervisor (the Mayor of the City) or at least a phone call would be nice.” 

Two other participants’ comments reflected frustration at not being 

recognized at all or being recognized only if it was beneficial for the company.  At 

not being recognized the participant responded, “To have acknowledged my service 

at all. Nobody has once ever said anything to me about [it]. Not a thank you, not 

asking about it, or anything.” And finally, from another who was dissatisfied: 

Management would only acknowledge my service when we were with      
clients and only if it was beneficial to the organization to recognize my   
service. I wanted my service to be recognized in personal interactions         
with my supervisor. Instead, I got the sense that they would prefer to not      
talk about it and move on. Co-workers were much more interested and        
kind to me. 
 

Given the relationship between satisfaction with the recognition received and both 

affective (r = .37, p < .01) and normative (r = .49, p < .01) commitment to the civilian 

organization, civilian employers need to recognize their returning citizen-soldiers. 

Whether recognition is in a public forum such as a company-wide meeting or a one-
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on-one conversation with the CEO, the significance of communication in this process 

is clear.  

 The second theme addresses the non-job specific adjustment support needs of 

returning citizen-soldiers. Surprisingly, 25 (47%) participants replied that they did not 

receive any adjustment help from their organization when they returned from 

deployment. Typical responses were “Nothing,” “Nothing at all,” and “Absolutely 

nothing.”  Another response stood out from others, “NO HELP PROVIDED” (caps in 

the original). And another who planned for their own readjustment replied: 

Nothing. In fact, I took 3 weeks off before returning to work to get      
readjusted and they were upset that I did not return right away. When                     
I returned, my office had been moved and it wasn’t ready for me to            
move into. 
 

One participant seemed to be trying to make sense of the lack of assistance by 

associating it to changes with the comment “There’s been nothing. Hardly any 

communication at all. I don’t know if this is due to all the employee and supervisor 

position changes or what.”  

One participant described a completely different experience with the 

assistance received: 

They allowed me as much time off as I wanted, they gave me                    
much-needed space, they allowed me to slowly transition back into               
work, they gave me no requirements or duties immediately, and they          
allowed me to adjust. A year and a half later, they are still giving me           
some room to adjust. The leadership and staff at this organization are 
incredibly supportive. 
 

Others reported received counseling assistance, encouragement, flexible schedules to 

accommodate medical appointments, and the time needed to adjust.  
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 The contrast between the participants who described various means in which 

they were assisted during reintegration by their organizations and those who indicated 

no assistance is remarkable.  As with the first theme, the importance of 

communication is clear. The ability to talk about the deployment experience, in 

essence to tell their story, when the reservist returns, is an important step in the 

reintegration process. 

 The third theme that emerged was assistance that was job-specific. The need 

for time to retrain, relearn, and “get up to speed” on job duties and responsibilities 

was mentioned by 13 reservists. One commented that “perhaps an extensive sit down 

with me outling [sic] new polices [sic], regular procedures and meet new employees. 

I was pretty much left to fend for myself and ask continual and routine questions.” 

Another participant expressed needing help by responding “Just talk to me! Help me 

get reliscensed [sic] in things I need to. Help me get back up to speed and on the same 

page. It’s all been on me to do everything.” Yet, others reported receiving job 

assistance such as being allowed to job shadow, being assigned a mentor, and 

receiving time to transition before resuming responsibilities. As with the first two 

themes, inherent to providing reintegration assistance to returning citizen-soldiers is 

communication.   

Summary 

 Taken in its entirety, these results indicate that communication during military 

deployments supporting Middle East operations is important for Army Reservists and 

Army National Guard members. Although results are mixed for the relationship of 
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communication about changes to the citizen-soldiers’ pre- and post-deployment 

affective, normative, and continuance commitment levels to their civilian 

organization and military unit, the importance of communication is clear. During 

deployment, supportive communication from civilian colleagues may help the 

deployed soldier cope with their situation and maintain organizational relationships. 

Maintaining these relationships may prevent even greater decreases in commitment. 

When reintegrating  to their civilian organization, communication is a vital element in 

the adjustment process. This study suggests that recognizing returning reservists as 

they reintegrate, communicating with them about organizational changes, offering 

messages of support and encouragement, and providing transition assistance are all 

important components of successful reintegration. 

Implications  

Theoretical implications.  This study adds to the literature by examining 

commitment in the military context. Allen (2003) suggested that additional research 

on commitment in the military context was critical for both benchmarking purposes 

and construct validation. This study also contributes by examining commitment in 

high intensity, stressful situations, which according to Allen (2003) little is known 

about the relationship between behavior and commitment. Additionally, it contributes 

to the discussion of commitment to multiple foci by examining the unique situation of 

the deployed reservist. The results of this study indicate that reservists are committed 

to two, often diverse, organizations. Furthermore, and perhaps more importantly, 

commitment to each organization is not compartmentalized. Instead, the results of 
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this study indicate the intersection and overlap of commitment. Activities and 

changes in one organization can subsequently affect the commitment to one or both 

organizations.  

This study also contributes to the literature on the use of communication 

media to provide social support and maintain relationships during extended periods of 

separation from family and friends. Prior studies (Ender & Segal, 1998; Schumm et 

al., 2004) reported that soldiers communicated with family members during military 

deployments. Results of this present study extend the findings about communication 

during deployment by providing evidence that reservists communicate with their 

civilian colleagues, not just family members.  

Participants in this study reported using multiple forms of media from social 

networking sites, the telephone, to text messaging, to communicate messages of 

support. However, e-mail communication was reported as being used most often and 

more frequently than other forms of media. The findings from this study add to the 

growing body of literature that provides support for CMC being appropriate for 

relational communication (Baym, 2000; Cox, 2004; Walther, 1996; Wright, 2004). 

Finally, the results of this study extend the argument that the ability to 

communicate using the internet has become integrated into everyday life. When 

deployed reservists communicated with their civilian peers, supervisors, managers, 

non-deployed military peers and leaders, they demonstrated today’s networked 

society. Wellman and Haythornthwaite (2002) argued that in the networked society, 

the traditional boundaries are diminished and members function simultaneously or 
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freely move between groups. For the deployed reservists, the boundaries between 

soldier and civilian employee became porous as they maintained their organizational 

relationships.   

Practical implications. In addition to the theoretical implications, the finding 

from this study has practical implications. Whether the conflicts in the Middle East 

continue for several more years or even a decade, reservists will be called upon to 

assist the all-volunteer active duty components fulfill their mission. They will 

continue to be deployed more frequently than in prior conflicts and for longer periods 

of times. Civilian organizations must continue to create support systems to help the 

deploying citizen-soldiers before, during, and after deployment.  

Organizations need to communicate the changes, if any, to the deploying 

citizen-soldier’s company benefits and seniority. Coworkers, supervisors, and 

managers need to maintain consistent communication with deployed reservists. While 

no significant increases in commitment levels were associated with messages from 

civilian colleagues during the deployment, it is not clear what the absence of those 

messages would have been. Perhaps maintaining pre-deployment commitment levels 

or minimizing the decrease is a positive outcome given the working and living 

conditions endured by deployed reservists. What is clear from these findings is the 

importance of recognizing citizen-soldiers during their reintegration. It also appears 

important for supervisors, managers, and company leaders to be involved in the 

recognition. 
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Additionally, this study draws attention to the importance of providing job-

specific transition assistance to the reservist. This research shows that citizen-soldiers 

need and want time, training, education, and opportunities to bring their former job 

skills back to pre-deployment levels.  

Perhaps most importantly, this study indicates the need for managers and 

supervisors to talk with returning reservists, to ask them about their deployment 

experiences, assess what help they need to reintegrate to their jobs, provide them with 

a summary of changes in policy and procedures, and answer their questions and 

concerns.  

Limitations and Directions for Future Research 

 Several limitations of this current study must be considered when interpreting 

these results. First, non-random sampling procedures were used to generate the 

sample. Using the snowball technique and Facebook limited participant recruitment 

to reservists with some connection to the researcher or to those with Facebook 

profiles identifying their Army Reserve or National Guard affiliation.  Additionally, 

the sample size was relatively small and more so for reservists who held full-time 

jobs with civilian organizations. 

 Another limitation is that reservists completed all commitment scales after 

they returned from deployment. Particularly for pre-deployment measures, results are 

limited by participants’ recall or memory of their experiences.  

 Related to several of the limitations are areas for future research. First, while 

this study intended to examine the differences in pre- and post-deployment 
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commitment levels, findings could be strengthened by performing a longitudinal 

study. Ideally, reservists would complete the commitment scales for both their 

military and civilian organization prior to deployment. Then, within three months 

after returning to their civilian organization, they would complete the post-

deployment commitment measures. Findings would be strengthened because 

outcomes are not based upon recall or memory. 

 Another consideration for future study is to measure participants’ satisfaction 

level with media used to communicate with civilian colleagues. These findings could 

strengthen the argument that CMC is effective in interpersonal communication and 

relationship maintenance. Additionally, future research could explore the effects of 

multiple channels on creation or expansion of multiplex relationships.  

More in-depth assessment of message content would also be beneficial. This 

study asked about the content of messages received, but not about the desired content 

of messages. Equally helpful would be determining the message content that 

reservists’ believe would facilitate their reintegration to the civilian workplace and 

strengthen commitment. Understanding the information reservists are interested in 

knowing from the civilian organization can assist colleagues support deployed 

citizen-soldiers.   

Finally, additional research on understanding the interaction of commitment to 

two distinct and culturally different organizations is warranted. Findings from this 

study indicated actions concerning one organization subsequently affected 

commitment to the other organization. This information would be beneficial to 
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civilian and military organizations to assist with development of recruiting and 

retention plans. 

Conclusion 

 The intent of this study was to explore the relationship of communication 

during military deployment on the post-deployed reservists’ reported changes in 

reservists’ affective, normative, and continuance commitment levels to their civilian 

and military organizations. Frequency of communication, channels of 

communication, deployment experiences, and change to the civilian organization 

were also examined.   

 Overall, the results indicated that military reservists’ affective, normative, and 

continuance commitment levels to both their civilian and military organizations 

showed a statistically significant decrease after deployment. The only exception was 

to continuance commitment to the civilian organization, which experienced an 

increase, although not statistically significant. Messages expressing support and 

encouraging the reservist to be safe, changes in the civilian workplace, and being 

satisfied with recognition during reintegration to the civilian organization were found 

to be associated with changes in commitment. 
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Appendix A 

Facebook Message to Friends 

Dear friends: 

As most of you know, I'm working on my doctorate at the University of Kansas. For 
my dissertation I am examining the effects of communication during deployment on 
the reintegration of Army National Guard members and Army Reservists. 
 

I really need your help in finding participants to complete my online survey. It should 
take no more than 30 minutes to complete; all responses are confidential and 
anonymous. 

 
If you know any Army National Guard or Reserve members who were deployed in 
support of our Middle East operations, would you ask them to complete my survey?  
 
If they agree, please send me their military email address and I will send them the 
survey link.  
 
I'm hoping to get respondents within the next two weeks. Thank you for your help. 
 
Beverly Payne 
PhD Candidate 
Department of Communication Studies 
University of Kansas  
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Appendix B 

Facebook Message to those who have Army National Guard or  

Army Reserve Membership in their Profile 

 

First, thank you for your willingness to sacrifice so much to serve our great nation. 
 
Second, please let me introduce myself. My name is Beverly Payne and I am a PhD 
student at the University of Kansas.  
 
For my dissertation I am studying the effects of communication during deployment 
on the reintegration of Army National Guard and Army Reserve members. Having 
watched several family members go through this adjustment process, I am hoping to 
offer solutions to civilian employers and unit leaders on how to better support their 
citizen-soldiers. 
 
If you have returned from a deployment in support of our Middle East operations, 
would you help me with my research by completing an online survey? It takes 
approximately 30 minutes to complete and all responses are anonymous and 
confidential.  
 
To access the survey, copy and paste the link below into your web browser. 
 
http://kuclas.qualtrics.com/SE?SID=SV_8reCIv8R65fNKxC&SVID=Prod 
 
If you know of others from your unit who might be willing to complete the survey, 
please consider forwarding my request to them.  
 
With your help, I can have enough completed surveys to begin analyzing my results 
by 16 February. Again, thank you for your service and any help you are willing to 
offer me. 
 
Beverly Payne 
PhD Candidate 
Department of Communication Studies 
University of Kansas 
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Appendix C 
 

Facebook Message to Soldiers Named in News Articles 
 

 
First, thank you for your service to our country. I recently read where you and your 
unit returned from Afghanistan. If you aren't SPC Alaniz from the Oregon National 
Guard, I apologize for bothering you. 
 
Second, please let me introduce myself. My name is Beverly Payne and I am a PhD 
student at the University of Kansas. For my dissertation I am studying the effects of 
communication during deployment on the reintegration of Army National Guard and  
Army Reserve members. Having watched several family members go through this 
adjustment process, I am hoping to offer solutions to civilian employers and unit 
leaders on how to better support their citizen-soldiers. 
 
Would you help me with my research by completing an online survey? It takes 
approximately 30 minutes to complete and all responses are anonymous and 
confidential. 
 
To access the survey, copy and paste the link below into your web browser. 
 
http://kuclas.qualtrics.com/SE?SID=SV_8reCIv8R65fNKxC&SVID=Prod 
 
If you know of others from your unit who might be willing to complete the survey, 
please consider forwarding my request to them. 
 
Again, thank you for your service and any help you are willing to offer me. 
 
Beverly Payne 
PhD Candidate 
Department of Communication Studies 
University of Kansas  
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Appendix D 

Informed Consent 

The Department of Communication Studies supports the practice of protection for 
human subjects participating in research. The following information is provided for 
you to decide whether you wish to participate in the present study. You may decline 
to participate. You should be aware that even if you agree to participate, you are free 
to withdraw at any time. To withdraw, simply close the browser window without 
hitting "submit." If you do withdraw from this study, it will not affect your 
relationship with this unit, the services it may provide to you, or the University of 
Kansas. 
 
We are conducting this study to better understand perceptions citizen-soldiers have 
about how communicating with civilian colleagues and non-deployed National Guard 
or Reserve members during deployment affected their organizational commitment. 
This will entail your completion of a questionnaire, which is expected to take about 
30 minutes to complete.  
 
The content of the questionnaire should cause no more discomfort than you would 
experience in your everyday life. Although participation may not benefit you directly, 
we believe that the information obtained from this study will help us gain a better 
understanding of the perceptions citizen-soldiers have about how communicating 
with colleagues during deployment. Your participation is solicited, although strictly 
voluntary. Your name will not be associated in any way with the research findings.  
 
If you would like additional information concerning this study before or after it is 
completed, please contact me by phone or mail. Completion of the survey indicates 
your willingness to participate in the study and that you are over the age of 18. If you 
have additional questions about your rights as a research participant, you may call 
(785) 864-7429 or write the Human Subjects Committee Lawrence Campus (HSCL), 
University of Kansas, 2385 Irving Hill Road, Lawrence, KS 6645-7563, email 
dhann@ku.edu. 
 
Sincerely,  
 
Beverly Payne                        Tracy Russo, Ph.D. 
Principal Investigator               Faculty Supervisor 
Department of Communication Studies Department of Communication Studies 
102 Bailey Hall, 1440 Jayhawk Blvd.  102 Bailey Hall, 1440 Jayhawk Blvd.  
Lawrence, KS 66045     Lawrence, KS  66045 
816-431-6349                   785-864-9877 
bpayne10@ku.edu                trusso@ku.edu  
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Appendix E 
 

Survey 
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