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ABSTRACT: Perception of obstacles to career advancement and psychological attachment to the
organization are employee attitudes that may influence negative discretionary work behaviour. This
present study aims to examine the contributions of perceived glass ceiling and organizational
commitment to workplace social loafing. Designed as a cross-sectional quantitative research, 271
female employees purposively selected from structured work organizations were surveyed. They
completed a self-report paper-and-pencil questionnaire that measured validated scales of glass
ceiling beliefs, organizational commitment, and social loafing. The research instrument was
completed anonymously by the participants. High level of coefficient alpha that ranged from o =
.78 to a = .85 was reported for the scales. Data were analyzed using bivariate correlation and
hierarchical regression tests. Results showed that the correlation coefficient between glass ceiling
beliefs (r = .33, p< .0l), organizational commitment (r = .49, p < .01) and social loafing,
respectively, is positive and significant. Hierarchical regression analysis indicated that glass ceiling
beliefs significantly and positively predicted social loafing (f = .33, p <.01), accounting for 10%
of the variance in social loafing. Organizational commitment is positively related to social loafing
(B = .44, p < .01), and contributed 11% variance in social loafing. The study concluded that a
perceived high glass ceiling is associated with increased social loafing among female employees
who reported a higher level of organizational commitment.
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INTRODUCTION

Organizations prefer that employees exert effort maximally, however instances of social loafing are
becoming common in the workplace. Social loafing describes a reduced motivation to exert
physical and mental effort by an employee when working in a group compared to when such
individual(s) work alone (Karau & Williams, 1993). Social loafing is more likely to occur when
accountability for the outcome when working collectively on a task is distributed among all team
members, or when individuals believe that their personal contributions will neither be recognized
nor rewarded by the organization (Hacker et al., 2020; Karau & Williams, 1993; Ying et al., 2014).
It 1s a destructive work behaviour that is viewed as a social disease due to its negative effects on
work outcomes such as knowledge sharing, group performance, and group cohesion (Bououd et al.,
2016; Stieglitz et al., 2022). By reducing their effort, social loafers contribute less to organizational
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functionality. In addition, loafing negatively affects team members’ motivation and organizational
performance, leading to reduced productivity (Yusuf & Sanusi, 2024).

Employee attitudes have been identified as predicting negative discretionary behaviour, which may
include social loafing. These include glass ceiling beliefs as self-perceived barriers to career
advancement, promotion and discriminatory practices, which may lead to job dissatisfaction and
reduced work engagement (Sunaryo et al., 2024), which could result in the employee being less
likely to contribute fully to collective assignments. Organizational commitment is another attitude
that describes the degree to which an employee feels a sense of obligation or belonging to the
organization (Meyer & Allen, 1991; Saal & Knight, 1987). Employees who exhibit a strong sense
of psychological attachment are typically loyal and dedicated (Meyer & Allen, 1991; Saal &
Knight, 1987), making them less likely to reduce job-related effort.

Research Questions

1. Do perceived glass ceiling beliefs influence social loafing among female employees?
il. Is organizational commitment associated with social loafing among female employees?
LITERATURE REVIEW

Glass Ceiling Beliefs and Employee Social Loafing

Legislation favoring equal opportunity in top leadership positions and equality in pay for females
has been achieved, however, due to restrictions related to glass ceiling, women still struggle to
attain executive leadership positions in the workplace (Andersson et al., 2021; Martinez-Fierro &
Sancho, 2021). Glass ceiling is the belief by women in particular, and minority in general, in the
existence of invisible obstacles that hinders them from advancing in their careers within an
organization or industry (Eagly & Carli, 2016; Eagly, 2018; Ramos et al., 2022). Specifically, glass
ceiling describes a workplace discriminatory behavior against females that negatively impacts
recruitment of new employees, career progression of incumbents and the provision of resources
(StrauP & Boncori, 2020). It is conceptually different from the ‘glass cliff” which refers to a
situation where women are intentionally elevated to executive positions in unstable organizations
(such as those that are experiencing a crisis) when the chances of failure is more likely (Ryan &
Haslam, 2005).

Glass ceiling tends to be prevalent in patriarchal societies with a predominantly homogenous
perception of feminine attributes (e.g. nurturance, empathy) as being incompatible with agentic
qualities such as competitiveness and aggressiveness, which makes men more effective leaders
(Eagly & Karau, 2002). This perspective may provide a clue to the origin of barriers to women's
advancement in workplaces, and also reveal the glass ceiling as a negative prejudice fueled by the
perception of women as lacking classical leadership qualities that restricts their ascension to top
leadership levels in their organizations.

Besides hindering career advancement, glass ceiling beliefs have been shown to impact crucial
organizational outcomes of female employees (Taparia & Lenka, 2022). Previous studies steered
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in this direction have established glass ceiling beliefs to positively associate with personal attributes
that have work-related implications such as lack of self-confidence and ambition for managerial
posts among female employees (Taparia & Lenka, 2022); turnover intention (e.g. Lathabhavan,
2019; Masood et al., 2021), and to be negatively related to psychological wellbeing and career
satisfaction (Fathy & Kareem, 2020; Mai et al.,, 2024), organizational citizenship behaviour
(Javadizadeh et al., 2024), and work engagement (Sewon & Yoon, 2021; Sunaryo et al., 2024).

Although past studies have established glass ceiling beliefs to be negatively related to employee
and organizational outcomes, their impact on social loafing behaviour among female employees is
not widely researched and needs to be established, especially from the perspective of a patriarchal
society such as Nigeria, where females are largely ignored when filling leadership positions. The
present study, therefore, argues that denying female employees leadership roles because of their
gender might elicit strong negative feelings that, despite their contribution, they are denied the
opportunity to lead at higher levels of authority in the organization. The norm of reciprocity
(Gouldner, 1960) argues that such a belief may lead to declined career aspiration, which could result
in negative reciprocal behaviour such as reduced job-related effort.

Organizational Commitment and Employee Social Loafing

Employees’ level of psychological attachment influences their work behaviour, which may explain
sustained scholarship on organizational commitment by researchers and practitioners alike.
Organizational commitment gauges an employee’s psychological attachment to and dedication to
the organization and its goals (Meyer & Allen, 1991; Meyer et al., 1993). It signifies employees’
recognition of organizational values and a firm, stable psychological connection to it. Allen &
Meyer (1991) 3-dimensional model of organizational commitment is the most widely accepted
model (Choi et al., 2015). It comprises Affective Commitment — which describes a positive sense
of loyalty and identification with the organization. Continuance Commitment is the tendency to
remain in an organization driven by the fear of perceived high costs of leaving the organization. It
is cost-based commitment so that individuals with high continuance commitment feel compelled to
keep membership in the organization. Normative Commitment is the perceived moral obligation to
remain with an organization (Allen & Meyer, 1990). Each have been demonstrated to influence
employee behavior.

Studies have established that employees who self-reported higher on organizational commitment
tend to feel highly motivated, contribute more, extend their stay, and are less likely to absent
themselves from work unnecessarily (Andrews et al., 2021; Woods et al., 2012). To further
underscore its importance in organizational setting, studies consistently showed a negative
correlation between organizational commitment and turnover intention (Abet et al., 2024; Nketsia
& Nkansah, 2024; Odunewu et al., 2024; Pandey et al., 2019; Thrassou et al., 2020; Yassine &
Jacobs, 2025), and social loafing (Agu et al., 2024), and positive association with high performance
(Lee et al., 2022; Stackhouse et al., 2022), organizational citizenship behaviour (Nguyen et al.,
2022; Ugwui et al., 2024), work engagement (Cesario & Chambel, 2017; Schaufeli et al., 2002),
and knowledge sharing (Fayda-Kinik, 2022; Ordua & Wuche, 2025). In sum, these previous
findings suggest that employees who displayed a high level of organizational commitment are more
motivated to engage in behaviour that ensures organizational goals are achieved through positive
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reciprocity behaviour. In contrast, when employees are less committed to their organization, they
feel less obligated to help the organization, and are less likely to refrain from negative reciprocity
behaviour. This increases their likelihood of seeking to harm the organization.

Theoretical Perspective

Equity theory (Adams, 1965) explains that people are motivated by their need for fair treatment. In
an organizational context, justice consists of a balance between a worker’s inputs (e.g. ability,
education, experience) and their outcomes (such as salary, promotion and bonus) with those of a
comparable co-worker. When an employee’s personal values are aligned with the organization’s
goals, and they perceive equity and fair treatment in human resource practice, the higher the
likelihood that they will reciprocate positively with supportive behaviour. In contrast, perceived
inequity and unfair treatment create a feeling of psychological imbalance which may increase the
likelihood of retaliatory behaviour to restore equity in the employment relationship. As predicted
by the Sucker Effect (Orbell & Dawes, 1993), employees who perceived unfair treatment may
intentionally expend less effort to avoid being continuously taken advantage of by the organization.

Research Hypotheses

1. Glass ceiling beliefs will significantly and positively predict social loafing

ii. Organizational commitment will significantly and negatively predict social loafing
METHOD
Design

This study was a survey that utilized a cross-sectional design since all variables were measured
simultaneously. The main independent variables were glass ceiling beliefs and organizational
commitment, while the dependent variable was social loafing. All the variables were measured on
interval scales.

Sampling

A purposive sample of 271 female employees participated in the study. The sample size was
determined based on the guideline reported by Sekaran (2003), which recommended that a sample
size less than 30 but not more than 500 from organizational settings is adequate to be analyzed
using general statistical tools.

Participants

The sample comprised 271 females with a mean age of 33.83 years. The eligibility criteria were
that participants must be full-time employees and be members of a work team. The majority
(74.8%) held post-secondary school certificates/degrees certificates/degrees; 47.8 % had more than
two children, and the majority (60.4%) had worked more than 10 years in the organization. Possible
sources of common method bias, such as self-reported bias, social desirability bias, method effect

A Double-Blind Peer Reviewed Journal of the Faculty of Social Sciences, Imo State University, Owerri, Nigeria. 1260



African Journal of Social and Behavioural Sciences (AJSBS)
Volume 16, Number 5 (2026) ISSN: 2141-209X

of item characteristics, and method effect of item context (Podsakoff et al., 2003, 2012), were
addressed using procedure remedies. These included protecting participants’ anonymity and
reducing apprehension about evaluation.

Instruments

A self-administered paper and pen questionnaire was used for data collection. This method of data
collection was considered appropriate for two main reasons: (i) potential to generate a higher
response rate, and (i) it encourages more honest responses when dealing with sensitive information
(Dommeyer et al., 2002; Nulty, 2008). It contained validated instruments measuring social loafing,
glass ceiling beliefs, and organizational commitment. The use of established scales helped to
minimize measurement error, leading to a decrease in common method bias (Spector, 1987). They
were all five-point Likert scales (1 = strongly disagree, 5 = strongly agree) that have been widely
used in past studies.

Glass Ceiling Beliefs

This was assessed using the Women's Beliefs about Glass Ceiling Scale (Smith et al., 2012). Itis a
widely used research instrument for measuring glass ceiling beliefs among female employees. The
38 items in this multi-dimensional scale are written in short statements. Responses were rated on a
5-point Likert scale with options that ranged from strongly agree (1), agree (2), neither agree nor
disagree (3), disagree (4), strongly disagree (5). Two sample items are: ‘Women prefer a balanced
life more than gaining highly paid careers’ and “Women reject the need to work incredibly long
hours. Because it was used as a single scale in this study, the composite scale was calculated, and
a Cronbach alpha coefficient of .85 was reported. The scores were interpreted so that higher scores
indicated a stronger perception of the glass ceiling.

Organizational Commitment

This was measured using Allen and Meyer (1990) Organizational Commitment Scale. This 3-
dimensional instrument is an 18-item scale that aims to assess affective, normative and continuance
conceptualizations of organizational commitment. Each of the dimensions has 6 items. Responses
were measured on a S-point Likert scale ranging from 1 = strongly disagree to 5 = strongly agree.
All negatively worded statements were reverse-coded prior to the main analysis. Examples of items
include: ‘I do not feel like part of my family in this organization’, and ‘I do not feel emotionally
attached to this organization’. The authors reported Cronbach's alpha coefficient ranging from .70
to .90, indicating good internal consistency across the dimensions. In line with the study’s objective,
a Cronbach alpha of .82 was calculated for the composite scale. A higher total score indicated a
higher level of organizational commitment and vice versa.

Social Loafing
Employee social loafing was measured with the Social Loafing Scale (Mulvey & Klein, 1998). It

is a self-administered measure containing 13 statements written in a short, lucid narrative. The scale
aims to assess an individual’s tendency to put in less effort when working on group tasks. Responses
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were scored on a 5-point Likert-type scale with options that ranged from strongly agree (1) to
strongly disagree (5). Some items include: ‘Members of my group tried as hard as they could’, and
‘Members of my group were free riders’. In this study, a moderately high Cronbach alpha
coefficient (a = .78) was reported. Higher scores indicated a greater tendency to engage in social
loafing and vice versa.

Procedure

All procedures in the study were approved by the Ethics Committee of the university to which the
authors are affiliated. Respondents were informed of the objectives of the study, and their consent
was sought prior to the distribution of the questionnaire. Questionnaire completion was made
voluntary, although participants were encouraged to respond to all the items. They were assured of
the confidentiality and privacy of the data collected. Four (4) postgraduate students were trained as
research assistants and assisted with the distribution, collection and collation of the completed
questionnaires. They also assisted with data entry and screening. The researchers and the four
research assistants were available on the ground to offer clarification regarding the items in the
questionnaire to the respondents, where and when necessary. A total of three hundred (300)
questionnaires were administered. Of these, 271 were found to contain sufficient information for
further data analysis, yielding an overall response rate of 90.3%.

Data Analysis

Data screening preceded analysis. The latest version of the Statistical Package for Social Sciences
(SPSS) was utilized for data analysis. There were two levels of analysis, the first entailed
conducting bivariate correlations using Pearson’s Product-Moment Correlation (r) to establish the
relationships among the study variables. The second level involved hierarchical regression analysis
to establish the contributions of glass ceiling beliefs, organizational commitment and the control
variables to social loafing.

RESULTS

Table 1: Distribution of participants' socio-demographic attributes

Variables Characteristics Frequency (n) Percentage (%)
Age (Mean = 33.83; SD = 9.80)
Number of Children Not more than two 141 52.1

Three or more 130 47.9
Education Up to senior secondary school 68 25.1

Above senior secondary school 203 74.9
Organizational Tenure Less than 10 years 107 39.5

10 years and above 164 60.5
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Table 2: Means, standard deviation, and bivariate correlations among the variables

SN Variable Mean SD 1 2 3 4 5 6 7
1 Age 33.83  9.80 1
2 No. of Children - - d6**
3 Education - - A8**  33%* ]
4  Organizational - - A3FE 0 48Fx 38k ]
Tenure
5 Glass Ceiling 100.40 17.60 .02 S 18%*F L 21k 5%k ]
Beliefs
6  Organizational 46.42 10.85 .00 -26%%F - 16%*  -24%%  64** ]
Commitment
7 Social Loafing 3598 830  .13** -20** .06 -.04 33%* 0 49%* ]

Note: *p < .05; **p < .01

Table 2 is a summary of the means, standard deviations, and bivariate correlations of the study
variables. The analysis showed a significant positive association between glass ceiling beliefs and
organizational commitment (» = .64, p < .0I). Further analysis indicated that glass ceiling beliefs
and organizational commitment were both positively related to social loafing (» = .33, p <.0I) and
(r = .49, p <.01), respectively. There is a significant relationship between control variables: age (r
=.13, p <.0l),and number of children (» = -.20, p <.0I) and social loafing, respectively. Education
and organizational tenure were not significantly associated with social loafing.

Table 3: Hierarchical multiple regression analysis predicting employee social loafing from
glass ceiling beliefs and organizational commitment

B SE B T R2A

Step 1 .08
Age A5 .05 A7* 2.74

No of Children -4.27 1.13 -25 -3.76
Education 2.58 1.23 A3%* 2.09

Org Tenure -.89 1.28 -.05 -.70

Step 2 10
Glass Ceiling Beliefs 16 .02 33%* 5.78

Step 3 A1
Org Commitment 33 .05 44+ 6.47

Note: *p < .05; **p < .01; Total R> = .29
Predicting social loafing from glass ceiling beliefs and organizational commitment

Control variables (age, number of children, education and organizational tenure) were entered in
step 1 of the model. The result showed that as a block, they contributed 8% to the variance in social
loafing. Additional analysis indicated that among the control variables, only age (B = .17, p <.05)
and education (B = .13, p <.05) contributed to social loafing.
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Glass ceiling beliefs was entered in step 2 of the model. Results showed glass ceiling beliefs
significantly and positively predicted social loafing (f = .33, p <.01). It contributed 10% variation
in social loafing. Hypothesis one was supported.

Organizational commitment was hypothesized to have a significant negative influence on social
loafing. The variable was entered in step 3 of the hierarchical regression analysis and result showed
it positively predicted social loafing (B = .44, p < .01), and contributed 11% variance in social
loafing. Hypothesis two is not supported.

DISCUSSION

The present study empirically examined relationships among glass ceiling beliefs, organizational
commitment and social loafing in a purposive sample of female employees in Nigeria. Two
hypotheses were generated and tested in the study. Hypothesis one, which postulated that glass
ceiling beliefs will be significantly and positively related to social loafing, was confirmed. The
results showed that participants who self-reported high levels of glass ceiling beliefs were more
likely to engage in social loafing. The findings supported previous empirical studies (e.g.
Javadizadeh et al., 2024; Sewon & Yoon, 2021; Sunaryo et al., 2024), which reported that female
employees who believed they were discriminated against or treated unfairly were more likely to
withhold effort.

In patriarchal societies, including Nigeria, where this study was conducted, females are perceived
as generally lacking the requisite capacity to lead, so they tend to be excluded from leadership
positions (Pepple et al., 2024). It is likely female employees surveyed in the present study may have
believed that their efforts were either not recognized, rated low, or undervalued by their employer
simply because of their gender, resulting in them been intentionally by-passed or denied higher or
leadership position. Such belief may have triggered a decline in perceived self-efficacy rating which
may have resulted in lower motivation to contribute maximally to work assignment. The assertion
is further supported by previous research that demonstrated perceived glass ceiling to associate
positively with lack of self-confidence among female employees’ (e.g. Taparia & Lenka, 2022).

Hypothesis two which assumed that organizational commitment will significantly and negatively
predict social loafing was not supported. Results revealed that employees who self-reported high
on organizational commitment were more likely to engage in social loafing. The outcome is not
supported by previous findings in the organizational behaviour literature (e.g. Agu et al., 2024;
Cesario & Chambel, 2017; Lee et al., 2022; Nguyen et al., 2022; Schaufeli et al., 2002; Stackhouse
et al., 2022). Substantively, these previous studies individually indicated that highly committed
employees exerted greater effort as they were more likely to be highly motivated, engaged and
dedicated to work. It is against this background that the positive association between highly
committed female employees and social loafing, as reported in this study, was unexpected. An
intuitively appealing argument for this finding is that the participants may have preserved
organizational membership due to a lack of alternative jobs or due to the perceived undesirable
costs of leaving their present job (Andrews et al., 2021). Feeling “trapped” in an organization that
is perceived as not treating one fairly could lead to effort reduction, especially in group activity in
which individual contribution cannot be readily accounted for. Further, the outcome might be
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expected in the context of a developing country such as Nigeria, where, due to a high unemployment
rate, employees tend to feel ‘compelled’ to remain in jobs that offer low satisfaction, which they
otherwise would have exited if there were desirable alternatives.

Conclusion

The results of the present study provided empirical evidence that glass ceiling beliefs and
organizational commitment significantly led to social loafing among female employees.
Specifically, the result indicated that high perceived glass ceiling and high levels of organizational
commitment were associated positively with social loafing. Additionally, the study concludes that
organizational commitment is the strongest predictor of social loafing among the variables
examined.

Recommendations

The findings of this study lead to specific recommendations aimed at reducing social loafing among
female employees in structured work organizations. Firstly, a perceived high glass ceiling is
positively associated with social loafing, and implies that the stronger the perception of barriers to
desirable outcomes such as promotion or career advancement, the greater the likelihood that
employees would engage in social loafing. This means that if female employees perceived fewer
obstacles to their career advancement, the incidence of social loafing could be reduced. It is
recommended that organizations ensure that human resource policies and practices communicate
fairness to all employees, and especially female employees. For example, when qualified employees
are treated fairly and equitably in terms of promotion, appointment, and remuneration, regardless
of their gender, this may significantly reduce perceptions of bias, particularly among female
employees, and foster higher performance.

Secondly, the study findings established that organizational commitment positively predicted social
loafing. This implied that highly committed employees were more likely to reduce personal effort
on the job by coasting on others' effort. Organizations may avoid this outcome by creating a work
culture that values and rewards individual contributions to team/organizational achievement. This
may require clarifying individual tasks, monitoring team dynamics, feedback sharing and publicly
denouncing and punishing social loafing when it occurs. In addition, increasing the level of
familiarity among highly committed group members may lead to a stronger sense of obligation,
which could reduce the tendency to minimize personal effort on the job.

Limitations

Some limitations of this study are worth considering. Firstly, purposive sampling was used to select
participants, which could have decreased the generalizability of the findings due to researcher bias
and subgroup exclusion, largely because of its non-random nature. Secondly, due to the cross-
sectional nature of the study, causal directions found between the variables are to a large extent
inferences. Therefore, further study with other research approaches (e.g. longitudinal and
experimental studies) is needed to provide support for these inferences. Thirdly, the study was
conducted among female employees in only one region of the country. Further studies can focus on
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other regions not covered in this study in order to contribute more to literature. Lastly, the study
sampled only female employees, whereas the outcomes might have been different if participants
included male employees.
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