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The Relationship between the Commitment and Job Performance of Employees in the
Public Sector Organizations: The Study based on the Zonal Education Officers in the

Eastern Province in Sri Lanka.

Mrs.Subathini Priyadharsan

ABSTRACT

Committed employees have a vital role in organizations for its survival and its competition
in the rapidly changing world. This empirical study is an attempt to establish the
relationship between the commitment and job performance of employees in the public
sector organizations. The study is based on the Zonal Education Officers in the Eastern

Province in Sri Lanka.

The main objectives of this study are to find out the relationship between employees
commitment and job performance, to examine the impact of the different level of
commitment on job performance and to recommend suitable strategies to improve the job

performance through employee commitment.

The data were collected from a randomly selected sample of two hundred and seventy six
staff from the education officers by administrating a structured questionnaire which
consisted of 40 questions/statements with five points scale. The data analysis included the
univariate, bivariate and multivariate analysis. The conceptual model was formulated for

the relationships of employee affective commitment, normative commitment, and



continuance commitment with employee job performance. The findings of the study show
that affective commitment and normative commitment have positive relationships where as
continuance commitment has a negative relationship with job performance. As per the

multiple regression analysis, 57.3 percent of the variance is found in the job performance.

Key words: Job Performance, Affective Commitment, Normative Commitment,

Continuance Commitment.

Vi



Contents

Title Page

Certification

Acknowledgement

Abstract

Table of contents

List of figures

List of tables

1 Introduction

1.1 Introduction

1.2 Problem Statement

1.3 Research Questions

1.4 Objectives

1.5 Significance of the Study
1.6 Scope of the Study

1.7 Limitation

1.8 Structure of the Reports

vii

Page Number

iv

V-vi

vii-ix

X-Xi

12
13
13
14

14-15



2 Literature Review

2.1 Introduction

2.2 Theories

2.3 Employee Job Performance

2.4 Conceptualizing Job Performance

2.5 Conceptualizing Employee Commitment

2.6 Related research on commitment and job performance

2.7 Summary

3 Conceptualization and Methodology

3.1 Introduction

3.2 Conceptual Frame work

3.3 Conceptualizing Job Performance

3.4 Conceptualizing Employee Commitment
3.5 Hypothesis

3.6 Methodology

3.7 Summary

4 Data Analysis and Discussion
4.1 Introduction

4.2 Summary of Data Analysis
4.3 Data Presentation

4.4 Summary of Sample Description

viii

16-54

16

16-33

33-36

36-42

43-48

48-53

53-54

55-70

55

55

56-59

59-63

63

64-69

70

71-94

71

71-72

73-81

81-83



4.5 Data Validity and Reliability
4.6 Multiple Regression Analysis
4.7 Hypothesis testing

4.8 Discussion of the results

5 Conclusion and Recommendations
5.1 Introduction

5.2 Conclusion

5.3 Recommendations

5.4 Implication

References

84-85

85-89

89-90

91-94

95-99

95

95-96

96-99

99

100-103



List of Figures

Figure Number Title Page Number
2l Job Performance Process 33
3.1 Model of the research 55
4.1 Relationship between the affective commitment and job performance 87
4.2 Relationship between the normative commitment and job performance 88
4.3  Relationship between the continuance commitment and job performance 88
List of Tables
Table Number Title Page Number
211 Dimensions and Aspects of the Job Performance 37
2.2 Dimensions and Aspects of Employee Commitment 43
3.1 Dimensions and Aspects of the Job Performance 56
3.2 Dimensions for measuring employee organizational commitment 60
3.3  Eastern Province Zonal Education Officers 65
4.1 Summary of Data Analysis 71-72
42  Gender 73
4.3 Age 74



4.4

4.5

4.6

4.7

4.8

4.9

4.10

4.11

4.12

4.13

4.14

4.15

4.16

Marital Status

Occupation

School type

Distance from home to organization
Mode of transportation

Educational Qualification

Services

Work Experience

Working Zonal Education Offices in district
Working Zonal Education Offices in Zones
Mean and Standard deviation for all variables

Pearson Product Moments Correlation Matrix

Multiple Regression Analysis

Xi

74

75

19

76

76

17

78

78

79

80

83

85

86



Appendices
Appendix 1
Questionnaire-1 (English)

Questionnaire-2 (Tamil)

Appendix 2 Output of the analysis
Title

2.0 Frequency Tables

2.1 Bar charts

2.2 Multiple regression analysis

Xii

104-109

110-114

Page number

115-117
118-123

124-127



Chapter-1
Introduction
1.1 Introduction
Commitment of employees can be an important instrument for improving the
performance of the organizations. They are less likely to leave for another job and are
more likely to perform at higher levels. Organizational commitment is the relative
strength of an employee’s attachment or involvement with the organization where he or

she is employed.

Meyer and Allen (1991) and Dunham et al (1994) identified three types of commitment;
affective commitment, continuance commitment, and normative commitment. Affective
commitment is defined as the emotional attachment, identification, and involvement that
an employee has with its organization and goals (Mowday et al, 1997, Meyer& Allen,
1993; O’Reily & Chatman). Porter et al (1974) further characterize affective
commitment by three factors (1) “belief in and acceptance of the organization’s goals
and values, (2) a willingness to focus effort on helping the organization achieve its
goals, and (3) a desire to maintain organizational membership”. Mowday et al (1979)
further state that affective commitment is “when the employee identifies with a
particular organization and its goals in order to maintain membership to facilitate the
goal” (p.225). Meyer and Allen (1997) continue to say that employees retain

membership out of choice and this is their commitment to the organization.

Continuance commitment is the willingness to remain in an organization because of the

investment that the employee has with “nontransferable” investments. Nontransferable



investments include things such as retirement, relationships with other employees, or
things that are special to the organization (Reichers, 1985). Continuance commitment
also includes factors such as years of employment or benefits that the employee may
receive that are unique to the organization (Reichers, 1985). Meyer and Allen (1997)
further explain that employees who share continuance commitment with their employer

often make it very difficult for an employee to leave the organization.

Normative commitment (Bolon, 1993) is the commitment that a person believes that
they have to the organization or their feeling of obligation to their workplace. In 1982,
Weiner discusses normative commitment as being a “generalized value of loyalty and
duty”. Meyer and Allen (1991) supported this type of commitment prior to Bolon’s
definition, with their definition of normative commitment being “a feeling of
obligation™. It is argued that normative commitment is only natural due to the way we
are raised in society. Normative commitment can be explained by other commitments
such as marriage, family, religion, etc. therefore when it comes to one’s commitment to
their place of employment they often feel like they have a moral obligation to the

organization (Wiener, 1982).

Meyer, Allen, & Smith (1993) say that the three types of commitment are a
psychological state “that either characterizes the employee’s relationship with the
organization or has the implications to affect whether the employee will continue with
the organization”. Meyer et al (1993) continue to say that generally the research shows
that those employee’s with a strong affective commitment will remain with an

organization because they want to, those with a strong continuance commitment remain



because they have to, and those with a normative commitment remain because they fell
that they have to. Meyer & Allen (1997) define a committed employee as being one
“stays with an organization, attends work regularly, puts in a full day and more, protects
corporate assets, and believes in the organizational goals”. This employee positively

contributes to the organization because of its commitment to the organization.

Research on commitment outcomes examines whether the different components of
commitment have certain consequences. Employee retention, attendance, organizational
citizenship, and job performance are commitment outcomes that are widely studied.
Reichers (1985) says that “though the literature is fairly clear with respect to the
outcomes of commitment, the antecedents of commitment seem to be much more varied
and inconsistent...due to the several different ways in which commitment has been
defined and operationalzed” (p. 467). Various research studies take place examining the

outcomes of employee commitment.

Employee attendance is the most positively related outcome to affective commitment.
Steers (1997) found that employee commitment was highly related to the attendance of
workers. Gellatlly (1995) found that continuance commitment was related with the how
often an employee was absent. In a study examining a group of nurses Somers (1995)
found those nurses with lower levels of commitment had higher levels of absences. Blau
and Boal (1987) studied a group of insurance workers also found that those employees
who had higher levels of commitment had lower levels of absenteeism and turnover.

Retention of employee appears to be one of the most studied outcomes of organizational

commitment. This is due to the numerous studies which have found a correlation



between turnover and commitment (Porter et al, 1974; Meyer & Allen, 1997). Porter et
al (1974) found that employees with lower levels of commitment were more likely to
leave then their counterparts. Meyer and Allen (1997) argue that the different
components of commitment relate to different types of outcomes, therefore continuance

commitment may or may not relate to employee performance.

In regards to employee performance, the research is mixed on finding relationships
between employee performance and their levels of commitment. Meyer et. Al (1993)
and Baugh & Roberts, (1994) both find that committed employees had high
expectations of their performance and therefore performed better. However, Meyer &
Allen (1997), continue to describe reasons why performance and commitment may not
be related. Some of the factors include the seriousness with which supervisors value the
appraisal process, the value of job performance by an organization and the amount of
employee control over outcomes. Research has also found that those employees who are
committed to their profession also have higher levels of commitment to the
organization. Baugh and Roberts (1994) found that those employees who were
committed to both their organization and their profession had high levels of job

performance.

Citizen behavior, or extra-role behavior, has also been studied in regards to
organizational commitment. Once again the research is inconclusive about the
relationship between citizen behavior and organizational commitment due to the
contradicting findings. For example, Meyer et al (1993) found a positive relationship

between commitment and extra role behavior, while Van Dyne & Ang, (1998) found no



significance between the relationships. Other studies have found that there was a

negative relationship between commitment and citizen behavior (Shore and Wayne,

1993).

Organizational commitment refers to the psychological attachment of workers to their
workplaces (Allen & Meyer, 1990; O’Reiily & Chatman, 1986). Commitment to
organizations is positively related to such desirable outcomes as job satisfaction
(Bateman & Stasser, 1984; Mowday, Porter, & Steers, 1982), motivation (Mowday,
Steers,& Porter, 1979), and attendance (Mathieu & Zajac, 1990; Steers & Rhodes,
1978) and negatively related to such outcomes as absenteeism and turnover (Clegg,
1983; Cotton & Tuttle, 1986). Also, Horton stated that stronger commitment could
result in less turnover and absenteeism, thus increasing an organization’s productivity
(Schuler & Jackson, 1996, p. 302). However, the relationship between organizational
commitment and job performance is more tenuous (Becker, Billings, Eveleth, & Gilbert,
1996). For instance, Mathieu and Zajac’s (1990) Meta analysis showed that the
confidence interval around the mean correlation between organizational commitment
and performance included zero. Thus, they concluded "commitment has relatively little
direct influence on performance in most instances" (1990:184). Because organizational
commitment is an important determinant of the experience work and central to

understanding and managing organizational behavior (George & Jones, 1996, p.67).

Affective commitment has been found to be positively correlated with job challenge,
degree of autonomy, and skill diversity of employees (Mathieu and zajac 1990;

Dunham, grube and Castaneda 1994), participation, leader consideration and



supervisory support (Rhodes and steers 1981; decottis and summers 1987; mottaz
1988). Studies have also shown that affective commitment is negatively related to role

ambiguity or role conflict (Mathieu and zajac 1990).

Strong normative commitment is attracted to the organization by feelings of obligation
and duty. Thus, it is anticipated that normative commitment will be positively related to
such work behavior as job performance, work attendance, and organizational citizenship
(Emanuel Camilleri, 2002).Normative commitment might have a particularly important

impact on the manner in which the work is carried out.

Continuance commitment, which reflects the recognition of costs associated with
leaving the organization, should be related to anything that increases perceived costs.
Direct or indirect investments in the organization, side bets, represent such costs best,
and were operationalized mainly by variables like age, education, and tenure (Becker,
1960). Therefore, the above demographic variables and tenure are expected to
demonstrate the strongest relationship with continuance commitment. Meyer et al.
(1989) found a negative relationship between continuance commitment and
performance based on the expectation that people who feel “Stacked' in an organization
will not exert too much effort. Research has shown that the variable continuance
organizational commitment has two dimensions: ‘personal sacrifices'’ and ‘high
alternatives' (Hackett, Bycio and Hausdorf, 1994; McGee and Ford, 1987; Somers,
1993). There is little research on antecedents of the two dimensions of continuance
commitment. The theoretical rationale behind the two constructs suggests that *personal

sacrifices' will be related to variables that represent side bets, namely investments that



might be lost if one leaves the organization. Demographic variables such as age and
tenure are considered good indicators of such side bets (Becker, 1960). For example,
older and veteran employees will hesitate to leave the organization so as not to lose
pension plans or other accumulated benefits. Conceptually, the ‘low alternatives'
dimension represents a construct similar to withdrawal cognitions, and thus is expected
to relate to situational variables affecting stay/leave factors like job satisfaction,
perceived performance, or job tension. Affective commitment correlated positively,
while continuance commitment correlated negatively, with the performance of lower-

level managers in a large food service company (Meyer et al. 1989).

According to Mathiew and Zajac (Mayer & Schooman 1998) has revealed that

commitment in the organization is positively related to job performance.

Public sector workers are partly portrayed as highly motivated and with relatively
altruistic values, and partly as lazy and opportunistic (Arne Mastekaasa, 2004).
Rukshana Nanayakkara (2009) identified the problem in education sector in Sri Lanka.
Such as, unqualified persons perform teachers’ roles in the absence of regular teachers.
This is despite sufficient qualified teachers being available in the country. In 2007,
209,198 teachers were employed in 9,678 schools, at a teacher-pupil ratio of 1:19. Yet
remote schools experience a dearth of teachers. Volunteers often fill the void,
sometimes paid by parents, in other instances minor staff or Samurdhi assistants were

reportedly working as teachers.

In-service advisors are appointed to Zonal Education Offices with the aim of improving

quality of teaching in schools. However, there are allegations that they frequently



- A

engage in other activities such as providing paid private tuition to pupils during their
working hours. Almost half of the teachers interviewed for the study stated that in-
service advisors and subject directors are more of a problem than a solution. Also, the
position of in-service advisors in the administrative hierarchy does not seem to be clear
neither to the directors, some of whom refuted the suggestions that they come under
supervision of the zonal director, nor to the zonal directors, some of whom apparently

did not know about or did not want to exercise their authority over the advisors.

Under circular 2000/34 of the Ministry of Education, appointments of acting principals
are prohibited. Yet appointments of performing principals outside the regulation of the
Principals' Service seem to be rampant, while qualified applicants apparently are not
being offered jobs. According to the Ceylon Teachers Union, half of Sri Lanka’s 9,728
schools are currently headed by performing principals; most of them are recruited from
the teachers’ body without having sat for the relevant examination of the Principals’
Service. In addition, lengthy processes seem to result in a systematic delay of
appointments of regular principals. This malpractice is mirrored in the public
perception. Survey findings reveal that 56 % of teachers and 62% of officers agree that
political appointments of performing principals are a type of corruption. Again, this
practice seriously impacts on the quality of teaching, not only by bringing unqualified
people into the public service, but also by affecting the morale and motivation of

regularly appointed principals.

The National Teacher Transfer Policy of 10 December 2007 clearly spells out the

criteria for teacher transfers. An institutional framework has been set up to implement



the policy, with the National Transfer Board in charge of transfers in the 329 national
schools, and the Provincial Transfer Boards in charge of transfers in the provincial
schools. At zonal level, Teacher Transfer Committees are supposed to co-ordinate
teacher transfers within the zone to ensure that schools get the teachers they need.
However, this framework does not appear to be adhered to. Use of undue influence
seems to be a common phenomenon in teacher transfers, with connections to politicians
and officers being the most important criteria for transfer. 85% of teachers and 90% of
officers interviewed in the study said that teacher transfers are affected through
politicians rather than the transfer criteria, and 66% of teachers as well as 86% of
officers say that premature transfers to better-off urban areas are done through political
intervention. Teachers without political clout spend years in remote rural areas without
getting a chance for a transfer to urban areas whereas others successfully avoid getting
posted to distant areas. Besides demotivating teachers, this practice has a serious impact
on equity in education, and further entrenches the quality gap between rural and urban
schools, leaving remote schools at a disadvantage. Taking these things into
consideration it leads to low level of commitment and job performance of employees in

the organization.

Education encompasses both the teaching and learning of knowledge, proper conduct,
and technical competency (Wikipedia, the free encyclopedia, 2008) . It thus focuses on
the cultivation of skills, trades or professions, as well as mental, moral and aesthetic
development. Formal education consists of systematic instruction, teaching and training
by professional teachers. There is an array of educational opportunity in the informal
sphere- for this reason; society subsidizes institutions such as museums and libraries.

Informal education also includes knowledge and skills learned and refined during the



course of life, including education that comes from experience in practicing a

profession. (Wikipedia, the free encyclopedia, 2008).

Consequent to the de-merger of Northern and Eastern Provincial Councils, the Eastern
Provincial Council has been established at the original location of Northern and Eastern
Provincial Councils in 2007. The Eastern Province comprises the administrative
districts of Ampara, Batticaloa and Trincomalee. The Three administrative districts of
this province comprised 45 Divisional Secretariat divisions. The province combined has
a total area of 9698 sq. km including 390 sq. km of inland water. This province has a

multi ethnic, multi lingual and multi religious population.

The provincial Ministry of Education is the supreme administrative body of education in
the province. The provincial department of education is responsible for the
administration and implementation of education activities in the Eastern Province. The
ministry and provincial department of education has a net work of 13 educational zonal
offices, 45 divisional education offices. A zonal director of education administrates each
zone and a divisional education officer manages each division. There are 1015 schools
in this province (Ministry of Education, (2007) Out of this 988 schools come under the
purview of the provincial education authorities and rest of the 27 national schools
function under the national schools unit of the line ministry of education. The
coordination functions of the national schools in performed by the provincial

department.

The Zonal Education Office, headed by a Zonal Director, is responsible for

administrative work of the schools and teachers in the Zone as well as quality

10



improvement of teaching and learning in schools. For quality improvement in education
the Zonal office has subject specialists in different subject areas who are responsible for

supervision and improvement of quality of teaching. (Ministry of Education, 2007)

Prevailing problem in Educational Officers are some of the principals close their
schools before the scheduled time. Moreover teachers are reluctant to work in rural
areas. (Sectoral Committee Meeting, 2007). Many zonal directors are not in their seats
during duty time and in some places they close their offices before 4pm. (Sectoral
Committee Meeting, 2006). Neither do the zonal directors send the monthly supervision
statement to their superiors. (Sectoral Committee Meeting, 2007). Taking these things
into consideration low level of employee may lead to negative results and undermine
the normal functioning of an organization. The low employee commitment has a
number of disadvantages such as decrease the effectiveness and productivity of work,
absenteeism and turnover, which deteriorate the work of each employee and the entire
organization. Naturally, in such a situation, they can hardly be interested in a positive

performance of the organization they work at.

1.2 Problem Statement

As discuss above researcher can see the low level of commitment in Zonal Education
Officers. Therefore the problem to be addressed in this research is: “Whether there is a
relationship between the commitment and job performance of employees in the Zonal

Education Officers in the Eastern Province in Sri Lanka?”’
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1.3 Research Questions

This research will attempt at finding the answer to the following research questions.

1. Is the employee affective commitment positively related to the job performance of
Zonal Education Officers in the Eastern Province?

2. Is the employee normative commitment positively related to the job performance of
Zonal Education Officers in the Eastern Province?

3. Is the employee continuance commitment negatively related to the job performance
of Zonal Education Officers in the Eastern Province?

4. What commitment has the highest impact on job performance of Zonal Education
Officers in the Eastern Province?

5. What ate the strategies that can be adopted to improve the job performance through
the improvement of employee commitment of the Zonal Education Officers in the

Eastern Province?

1.4  Objectives
The objectives of the study are as follows;
1) To find out the Relationship between employee commitment and job
performance.
2) To examine the impact of the different level of commitment on job performance.
3) To recommend suitable strategies to improve the job performance through

employee commitment.

12



1.3 Significance of the Study

There is a dearth of literature in the Sri Lankan context, as research has not addressed
this topic in relation to the Eastern Province of Sri Lanka previously. So this research is
important to find out the degree of relationship between the commitment and job
performance of employees in the Zonal Education Officers in the Eastern Province.
Public sector employees may have different relationship with commitment and job
performance and this would be interesting to see what the research would find. Finding
of the research will enable the Zonal Education Officers to make necessary alteration or
to take corrective action in their services, which assist them in reaching best service in

the education sector.

1.6 Scope of the Study

Research focuses on two main concepts, namely employee commitment and job
performance. Employee commitment will be assessed in relation to affective
commitment, normative commitment and continuance commitment. Job performance
will be assessed in terms of traits, behaviors and results. According to those concepts
this research has narrowed down to job performance caused by employee commitment.
This research is conducted mainly in relation to public education sector in Sri Lanka.
Special concern is given to the Zonal Education Officers in the Eastern Province. Only
276 samples were selected for the research purpose. It consists of zonal directors,

principals and advanced level teachers who involve in teaching advanced level students.

13



1.7 Limitations

e Responses to the questions might not be genuine and frank due to the various

reasons, such as personal attitudes and confidently.

¢ Limited numbers of questions are included to measure the level of commitment

and job performance due to practical reasons.

1.8  Structure of the Reports

Chapter 1:-

Chapter 2:-

Chapter 3:-

Introduction

This briefs the concepts of job commitment of employees and job
performance. Further it provides an introduction to the Education Sector
of Eastern Province. The last part of the chapter is devoted to explain the
research problems, research questions, research objectives, scope of the

study and limitations of the research.

Literature Review

Describes the types of commitment and job performance of the
employees in the organization. And also it explains how previous
research studies support and proves the relationship of between the two

concepts.

Conceptualization and Methodology

This chapter will explain the conceptual framework, operationalization,

sampling method, method of analysis and hypothesis.

14



Chapter 4:-  Data analysis and Discussion
This chapter is devoted to sample description, data validity and
reliability, correlation analysis, multiple regression analysis and

hypothesis testing.

Chapter 5:-  Conclusion

This chapter presents the finding and recommendations.

15



Chapter-2
Literature Review
2.1 Introduction
This chapter is related to literature review. It consists of two parts. The first part of the
chapter is devoted to definition of organizational commitment and job performance,
types of commitment, benefits of commitment, lack of commitment, consequences of
commitment and dimension and aspects of the commitment and job performance.
Secondly it explains the related research on organizational commitment and job

performance and relationship between the commitment and job performance.

2.2 Theories

It consists of related theories on organizational commitment and job performance.

2.2.1 Commitment

Organizational commitment has an important place in the study of organizational
behavior. This is in part due to the vast number of works that have found relationships
between organizational commitment and attitudes and behaviors in the workplace
(Porter et al., 1974, 1976; Koch and Steers, 1978; Angle and Perry, 1981). Furthermore,
Batemen and Strasser (1984) state that the reasons for studying organizational
commitment are related to “(a) employee behaviors and performance effectiveness, (b)
attitudinal, affective, and cognitive constructs such as job satisfaction, (c) characteristics
of the employee’s job and role, such as responsibility and (d) personal characteristics of

the employee such as age, job tenure”.
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Multiple definitions of organizational commitment are found in the literature. Bateman
and Strasser, 1984 state that organizational commitment has been operationally defined
as “multidimensional in nature, involving an employee’s loyalty to the organization,
willingness to exert effort on behalf of the organization, degree of goal and value
congruency with the organization, and desire to maintain membership”. Mowday,
Steers, and Porter (1979) identified commitment-related attitudes and commitment-
related behaviors. Porter et al. (1974) Schultz, discuss three major components of
organizational commitment as being “a strong belief in and acceptance of the
organization’s goals, a willingness to exert considerable effort on behalf of the
organization, and a definite desire to maintain organizational membership”. Sheldon
(1971) defines commitments as being a positive evaluation of the organization and the
organizations goals. According to Buchanan (1974) most scholars define commitment
as being a bond between an individual (the employee) and the organization (the

employer).

2.2.2 Organizational Commitment

Organizational commitment is employee’s commitment to the organization. It has two
facets; one the organization’s perspective and the other employee’s. Commitments
develop naturally. Commitment can be in form of the nature of relationship between an
employee and the organization or relationship to a variety of entities. Commitment can
be observed as an attitude or mindset (attitudinal commitment) where the commitment
arises due to convergence of goals and values and develops prospectively. Commitment
can be behavioral where it develops post membership in retrospect which facilitates

rationalization of continuance in an organization or a course of action.
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Organizational commitment has been defined as “a psychological state that
characterizes an employee’s relationship with an organization and has implications for
the decision to continue membership of the organization” (Meyer and Allen 1991).
There are three components of organizational commitment.
1. Affective commitment refers to employee’s identification, or strong emotional
attachment and involvement in the organization.
2. Continuance commitment refers to an awareness of the costs associated with
leaving the organisation.

3. Normative commitment reflects an obligation to continue with the organisation.

Although, initially literature suggested the presence of a second classification of
commitment in form of compliance, identification and internalization (O’rielly,
Chatman and Caldwell 1991); it is now considered that identification and internalization
are mechanisms through which commitment develops (Meyer and Allen 1997). Thus

commitment is a multidimensional construct.

Usually Commitment is viewed as commitment to an organisation represented by the
top management and its goals and values (Meyer and Allen 1997; reichers 1986).
However commitment can be to multiple entities since organisations can be viewed as a
coalition of groups and the groups can be nested (Lawler 1992). This multiple
constituency frame work is useful if the intention is to measure commitment to a set of
groups in an organisation. Commitment as a construct is distinct from other work
commitment constructs such as job involvement, work ethic, work group attachment etc

(Meyer, Allen and Smith 1993).
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There are certain elements which lead to employee’s commitment. These elements
are:

1. Commitment is an attitude:-

Commitment is an attitude a psychological frame of mind which motivates people to
work towards certain goals. So for a commitment to exist in a person they must have a
positive attitude. Negative attitude is one of the major reasons for non-committrd
approach. It will be necessary to mention here that one of the toughest jobs is to change
people’s attitude. Managers can train employees with new skills and impart them with
new knowledge but quite often than not they find it extremely difficult to effect changes

in people’s attitude.

2. Use of resources:-

Committed people to use their total resources, which include going extra mile for
achieving goals assigned to them. According to Dennis G. MacCarthy (1993) the
author of the best seller book™ The Loyalty Link™ most employees give 60 percent of
their time and attention for their jobs. It is enough to do what must be done in most
cases. But to achieve excellence employees need to give 100% commitment. For
example, if an employee who drives a delivery truck, all that he ought to know the
customer address and the number of the cartons for delivery. An ordinary driver will
deliver it at the doorstep. However committed drivers will not just dump them at the
door step, rather they will go an extra mile of helping the customer to take it inside the
store. That extra 40 percent effort is called discretionary effort, which can be called

commitment.
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3. Achievement of goals:-

The third dimension of commitment is goal orientation. Committed people not only
work hard but also are also smart enough to know the ultimate results, which are
expected of them. Commitment thus means striving till the achievement of ultimate

goals.

In addition to the three major elements that account for employees’ commitment the

following other qualities are commonly found in committed employees.

1. Understanding and total support to the company’s vision and goals:-

Committed employees understand, share and support the company’s vision and goals
and consistently try towards achieving them. It will be a mistake to call a person
committed just because the person is staying in the company. If the same person does
not share the company’s aspirations and goals, he cannot be called a committed person.
In fact it will be good for the company that he leaves the company, so that the company

will be a able to replace him and hire a better person.

2. Consider their company as a good place to work in:-
Another criterion for employees’ commitment is their perception of the company they
work for. If they find their company as one of the best places to work in they will be

urged to work longer and stay in the company.

3. Positive and “can do” attitude:-
Positive attitude is one of the greatest qualities of people as it inspires them to work
harder and smarter. Positive attitude towards one’s company’s goals, bosses, fellow

employees can also enhance a person’s commitment.
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4. Customers focus:-

Customers are the most important people who should be the priority of everyone in the
organization. Employees must do everything to serve customers, which in turn will lead
to satisfied customers. At the end of the day customers satisfaction counts more than
any other thing and by focusing their efforts towards customers satisfaction employees
can accomplish this goal. In essence real commitment means having a customer focus,
which include producing goods and services which meet or exceed customer’s

satisfaction.

5. Seeking continuous improvement:-

Lastly, another factor which entitles employees to be called “committed” is their desire
to seek new knowledge, skills and attitudes which help them and their companies in
getting excellent results. An organization consists of its people and if people do not

renew their capabilities it can lead to their demise.

Benefits of Commitments

1. The key to excellence:-

Commitment is the key for achieving excellence. In fact with commitment excellence is
predictable in business, personal and other areas and without it failure and mediocrity is
predictable. No business, organization or person can dream of excellence without total
commitment. So to inspire people to achieve excellence we have to fist gain their total

commitment.
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2. Make things happen:-
The hardest step in achieving excellence is commitment, without which nothing can
happen. So to make things happen a company needs employees who are committed and

loyal.

3. Leads to loyalty:-

Committed employees will stay loyal with the companies than those who are not
committed. The main reason is their desire to complete the things they start and grow
along with the company. Non-committed people on the other hand are just killing time
and the moment they spot a better opportunity elsewhere they would quit the existing

company.

4. Job satisfaction:-

One of the major dissatisfies for people is not achieving result they work for. And no
one can achieve any good result without total commitment. So when a person is
committed he/she achieves better results which in then positively reinforces their ego
and thus leads to job satisfaction. And job satisfaction is one of the key drivers for

people to work harder and stay longer in their companies.

5. Commitment leads to better customer satisfaction:-
Committed employees go the extra mile to satisfy customers. This leads to loyal
customers and loyal customers’ means good business. In fact according to a research

loyal customers are more profitable than new customers.
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Factors indicate the causes of lack of employee commitment:

1. Poor reward and recognition:-

People will not feel like doing their best and will settle for mediocrity when they feel
that their employers’ commitment in terms of reward and recognition is lacking.
Commitment is a mutual phenomenon when employers what to get the best from their
employees and do not reciprocate it with proper reward and recognition people will not

give their commitment.

2. Dead-end jobs:-

Work, which does not offer opportunities for growth and promotion, is one of the
greatest reasons for employees’ de-motivation and non-commitment. A recent study
carried out by “ The Loyalty Institute “ of AON consulting in USA found out that jobs
which deprive employees from self development and growth opportunities leads to high

dissatisfaction and employees disloyalty.

3. Managing by intimidation:-

Mistreating people, and managing them by threats, screams and embarrassment also
leads to employee’s dissatisfaction, which in turn weaken their commitment. In a best
seller book “ The Loyalty Link” Dennis G. McCarthty has identified managing by

intimidation as one of the seven ways which undermine employees loyalty.

4. Negative working environment:-
Non-acceptance by colleagues, poor cooperation too much politics, and other negative

behaviors by colleagues, supervisors and other people in the company can also hamper
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commitment. At the end of the day people want piece of mind, which if not available in

the work environment will discourage them to show total support to its company.

5. No job security:-
One of the major needs of employees is job security. If the employee feels that he/she
can lose his/her job anytime then they would not be committed towards the achievement

of the company.

6. Negative attitude:-
Some people by nature are not committed to anything and anyone and as such they
would not be committed to their employer. Commitment is an attitude and those who

lack it will find it difficult to totally commit themselves to their jobs.

2.2.3 Types of Employee Commitment

The concept of employment commitment lies at the heart of any analysis of Human
Resource Management. Indeed, the rationale for introducing Human Resource
Management policies is to increase levels of commitment so positive outcomes can
ensue; such is the importance of this construct. Yet, despite many studies on
commitment, very little is understood of what managers mean by the term
‘commitment’ when they evaluate someone’s performance and motivation. The
literature defines commitment as an employee’s level of attachment to some aspect of
work. Various authors have been instrumental in identifying types of employee
commitment as critical constructs in understanding the attitudes and behaviors of

employees in an organization.
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A three-component conceptualization of organizational commitment In a model of
commitment developed recently by Meyer & Allen (1987)., the three approaches
outlined above were labeled 'affective', 'continuance' and 'normative' commitment,
respectively. Although common to these approaches is a /ink between the employee and
organization that decreases the likelihood of turnover, it is clear that the nature of that
link differs. Employees with strong affective commitment remain because they want to,
those with strong continuance commitment because they need to, and those with strong
normative commitment because they feel they ought to do so. Affective, continuance
and normative commitment are best viewed as distinguishable components, rather than
fypes, of attitudinal commitment; that is, employees can experience each of these
psychological states to varying degrees. Some employees, for example, might feel both
a strong need and a strong obligation to remain, but no desire to do so; others might feel
neither a need nor obligation but a strong desire, and so on. The 'net sum' of a person's
commitment to the organization, therefore, reflects each of these separable
psychological states. Given their conceptual differences, it seems reasonable to suggest
that each of the three components of commitment develop somewhat independently of
the others as a function of different antecedents. It has been suggested (Mowday etal.,
1982) that the antecedents of affective attachment to the organization fall into four
categories: personal characteristics, job characteristics, work experiences and structural
characteristics. As Meyer & Allen (1987 ) pointed out, however, the strongest evidence
has been provided for work experience antecedents, most notably those experiences that
fulfill employees' psychological needs to feel comfortable within the organization and
competent in the work-role. It is proposed that the continuance component of

organizational commitment will also develop on the basis of two factors: the magnitude
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and/or number of investments (or side-bets) individuals make and a perceived lack of
alternatives. These predictions derive from the theoretical work of Becker (1960) and
Farrell & Rusbult (1981; Rusbult & Farrell, 1983). According to Becker, individuals
make side-bets when they take an action that increases the costs associated with
discontinuing another, related, action. Consider, for example, employees who invest
considerable time and energy mastering a job skill that cannot be transferred easily to
other organizations. In essence, they are 'betting' that the time and energy invested will

pay off. Winning the bet, however, requires continued employment in the organization.

According to Becker, the likelihood that employees will stay with the organization will
be positively related to the magnitude and number of side-bets they recognize. Like
investments, the lack of employment alternatives also increases the perceived costs
associated with leaving the organization (Farrell & Rusbult, 1981; Rusbult & Farrell,
1983). Therefore, the fewer viable alternatives employees believe are available, the
stronger will be their continuance commitment to their current employer. Finally, it is
proposed that the normative component of organizational commitment will be
influenced by the individual's experiences both prior to (familial/cultural socialization)
and following (organizational socialization) entry into the organization (Wiener, 1982).
With respect to the former, we might expect, for example, that an employee would have
strong normative commitment to the organization if significant others (e.g. parents)
have been long-term employees of an organization and/or have stressed the importance
of organizational loyalty. With respect to organizational socialization, it is proposed that
those employees who have been led to believe — via various organizational practices
— that the organization expects their loyalty would be most likely to have strong

normative commitment to it.
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> Affective commitment

Employees’ emotional bond to their organization (i.e.., their affective commitment
(AC)) has been considered an important determinant of dedication and loyalty.
Affectively committed employees are seen as having a sense of belonging and
identification that increase their involvement in the organization’s activities, their
willingness to pursue the organization’s goals, and their desire to remain with the ollen,
1991;:Mowday, Porter & Steers, 1982). In agreement with this view, studies have found
associations between AC and absenteeism, performance, and turnover (Mathieu &
Zajac, 1990; Meyer & Allen, 1997; Mowday et al., 1982), with turnover being most
strongly related to AC ( Meyer & Allen, 1997). Concerning antecedents of AC, Meyer
and Allen (1997,p.45) noted that work experiences such as organization rewards,
procedural justice, and supervisor support have demonstrated stronger association with
AC than have structural features of the organization or personal characteristics of

employees.

Antecedents of affective commitment:

These can be classified as organizational characteristics; person characteristics and work
experience. Generally it has been seen that, employees in forming attitudes about
organisations are more tuned to day to day work experiences and are less focused to

macro variables.

Although some studies have shown decentralization to result in higher affective
commitment, however the evidence is neither strong nor consistent (Mathieu and Zajac
1990). Significant positive correlation has been reported between perceptions of fairness

(organisational justice) and affective commitment (Kim and Mauborgne 1993).
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Research on person characteristics has shown that gender, marital status and educational
achievements and affective commitment are unrelated (Mathieu and zajac 1990). A
weak positive relation with age, organisational tenure and perceived competence has

also been reported (Mathieu and zajac 1990).

Affective commitment has been found to be positively correlated with job challenge,
degree of autonomy, and skill diversity of employees (Mathieu and zajac 1990;
Dunham, grube and Castaneda 1994), participation, leader consideration and
supervisory support (Rhodes and steers 1981; decottis and summers 1987; mottaz
1988). Studies have also shown that affective commitment is negatively related to role

ambiguity or role conflict (Mathieu and zajac 1990).

> Normative Commitment

Normative commitment (Bolon, 1993) is the commitment that a person believes that
they have to the organization or their feeling of obligation to their workplace. In 1982,
Weiner discusses normative commitment as being a “generalized value of loyalty and
duty”. Meyer and Allen (1991) supported this type of commitment prior to Bolon’s
definition, with their definition of normative commitment being “a feeling of
obligation™. It is argues that normative commitment is only natural due to the way we
are raised in society. Normative commitment can be explained by other commitments
such as marriage, family, religion, etc. therefore when it comes to one’s commitment to
their place of employment they often feel like they have a moral obligation to the

organization (Wiener, 1982).
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Antecedents of Normative Commitments:

Based on the extensive literature review, hundreds of studies examined the antecedents
of the normative commitment. The wide range of the antecedents of commitment can be
grouped into three categories: (i) personal characteristics, e.g., professional
qualification, identification, acceptance, belongingness, internalization, etc.; (ii) Task-
related characteristics, e.g., task nature, role difficulty and assessment; and (iii)
organizational characteristics, e.g., senior supportiveness, centralization of authority and

clarification (Mathieu and Zajac 1990).

> Continuance Commitment

Continuance commitment is the willingness to remain in an organization because of the
investment that the employee has with “nontransferable” investments. Nontransferable
investments include things such as retirement, relationships with other employees, or
things that are special to the organization (Reichers, 1985). Continuance commitment
also includes factors such as years of employment or benefits that the employee may
receive that are unique to the organization (Reichers, 1985). Meyer and Allen (1997)
further explain that employees who share continuance commitment with their employer

often make it very difficult for an employee to leave the organization.

Antecedents of Continuance Commitment:

Continuance commitment refers to commitment based on the costs that the employee
associates with leaving the organisation [due to the high cost of leaving]. Potential
antecedents of continuance commitment include age, tenure, career satisfaction and
intent to leave. Age and tenure can function as predictors of continuance commitment,

primarily because of their roles as surrogate measures of investment in the organisation.
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Tenure can be indicative of non-transferable investments [close working relationship
with coworkers, retirement investments, career investments and skills unique to the
particular organisation]. Age can also be negatively related to the number of available
alternative job opportunities. Career satisfaction provides a more direct measure of
career related investments, which could be at risk if the individual leaves the
organisation. In general, whatever employees perceive as sunk cost, resulting from

leaving the organisation, are the antecedents of continuance commitment.

2.2.4 Relationship between the Organizational Commitment and Job
Performance

Most of the empirical studies have concentrated on the effects of affective commitment
and some on continuance commitment. Research on affective commitment has been the
least (Meyer and Allen 1997). Research evidence shows that all the three components of
commitment are negatively related to employee turnover, intention to leave (Allen and
Meyer 1996). Affective commitment has been found to be negatively correlated to
voluntary absence from work (Meyer et al 1993; Somers 1995); positively related to
better work performance as measured by both self reported measures( Meyer et al 1993)
and objective measures( bashaw and grant 1994). Employees have been shown to focus
their commitment to activities which they believe to be valued by organisation (as
indicated by information put out by organisations) or are valuable to organisation (shim
and steers 1994). The effect of commitment on performance is only to the extent that it
is unconstrained by ability (competence) or access to resources (angle and Lawson
1994) and control over outcomes (decottis and summers 1987). Continuance
commitment has been shown to have no significant relationship with voluntary absence

from work (Somers 1995).
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Commitment has usually been studied as an individual level variable. Studies have also
looked at commitment as an organisation/ group level variable. Ostroff ( 1992) showed
that aggregation of commitment scores of individuals is meaningful when there has
been consensus among members of the group. The correlation between commitment at
group level and performance has shown to be stronger than what was seen at individual
level. Such aggregation is more appropriate when performance is a result of highly

interdependent activities of individuals (ostroff 1993).

People with high affective commitment have been shown to actively do extra role or
organisational citizenship behaviors. These behaviors go over and above work related
behavior as dictated by job description and organisational policy. They include
providing extra help to co workers, being considerate, volunteering for special activities,

and making suggestions when problems arise (Meyer and Allen 1997).

Commitment has been found to be related to the way employees respond to
dissatisfaction at work. High affective commitment was positively correlated to with
willingness to suggest improvements, accept things as they are and negatively correlated
with tendency to withdraw (Meyer et al 1993).

The results of several investigations indicate that employees with strong Affective
Commitment work harder and more effectively at their jobs than employees with weak
affective Commitment ( Johnston and Snizek, 1991; see Meyer and Allen, 1997, for a
review; Meyer, Allen, and Smith, 1993). For example, Meyer and Allen (1997) found
positive relationships between Affective Commitment and self-reported measures of
overall job performance. To a lesser extent, this relationship has also been found for

Normative Commitment; however, substantially fewer studies have examined this
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relationship (Allen and Meyer, 1996; Dunham, Grube, and Casteneda, 1994; Meyer,
Allen, and Smith, 1993). Finally, research on Continuance Commitment shows few
positive relationships with self-reported measures of on-the-job behaviors (Angle and

Lawson, 1994; Meyer, Allen, and Smith, 1993).

2.2.5 The Consequences of Commitment

The most widely studies behavioral correlate of commitment has been tenure in the
organization, or its observe, turnover. The hypothesized negative relations between
commitment and turnover ( or turnover intention) has been found in studies using
measures purported to reflect affective and normative commitment. The generalizability
of the commitment has been —turnover link has been confirmed in recent meta-analytic
studies (Cotton & Tuttle 1986; Steel & Ovalle 1984). In view of this evidence,
commitment has been incorporated as a major variable in several models of the turnover
process.

Research conducted to examine the link between commitment and on the job behavior
has yielded mixed results. Commitment was found, for example to be positively related
to attendance behavior in some studies (Blau 1986; Farrell & Petersen 1984, Pierce &
Dunham 1987; Steers 1977, Terborg, Lee, Smith, Davis, & Turbin 1982) but not in
others. Similarly commitment was shown to correlate positively with individual-or
group level indices of performance in some studies. Employees willingness to
contribute to organizational effectiveness will be influenced by the nature of the
commitment they experience. Consider for example the relation between continuance
commitment and turnover. Although a high level of continuance commitment might be

sufficient to tie an individual to an organization, it is not necessarily the case that an
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individual low in continuance commitment will leave. Despite a low need to remain, an
employee might stay because of desire or obligation.

2.3  Employee Job Performance

Performance management is an ongoing, continuous process of communicating and
clarifying job responsibilities, priorities and performance expectations in order to ensure
mutual understanding between supervisor and employee (Virginia University Human
Resource Services, 2005). It is a philosophy which values and encourages employee
development through a style of management which provides frequent feedback and
fosters teamwork. It emphasizes communication and focuses on adding value to the
organization by promoting improved job performance and encouraging skill
development. Figure 2.1 explain the Performance Management involves clarifying the
job duties, defining performance standards, and documenting, evaluating and discussing
performance with each employee. (Virginia University Human Resource Services,2005)

Figure 2.1: Employee Job Performance Process

Determine
major job
duties

Hold
performance
discussions

Define
performance
standards

Evaluate job
performance

Document job
performance

Source: Virginia University Human Resource Services, 2005

33



Performance Measurement

Though the term performance measurement has been used since the late 1970s, there
has not been a universal definition for the term. The Government Accountability Office
(GAO), 1980, and Citizen-Driven Government Performance, 2004) defined
performance measurement as “an assessment of an organization’s performance,

including the measures of:

> Productivity, which quantifies the outputs and inputs of an organization and

expresses the two as a ratio. Generally, the ratio is expressed as output to input.

> Effectiveness, which determines the relationship of an organization’s, outputs to
what an organization is intended to accomplish. Quality, which examines an
output or the process by which an output is produced. Quality is indicated by

attributes such as accuracy (or error rate), thoroughness, and complexity.

> Timeliness, which evaluates the time involved producing an appropriate output.

(Citizen-Driven Government Performance, 2004)

The Factors Affecting Performance
According to the (Cook J. & Wall T.D :1980) explains the following factors are
affecting the job performance
Ability
Character traits, skills and knowledge which are used in the performance. It is always

present and will not vary widely over short periods of time. (Cook J. & Wall T.D :1980)
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Effort
The amount of manual or mental energy that a person is prepared to expend on a job to

reach a certain level of performance. Can vary according to incentive and motivation.

(Cook J. & Wall T.D :1980)

Motivation

Many people who are not motivated keep their performance to an acceptable level by
expending only 20-30% of their ability, managers who know how to motivate their
employees can achieve 80-90% ability levels and consequently higher levels of

performance. (Cook J. & Wall T.D :1980).

Maslow defines the following motivational factors.

» Basic needs - food clothing

» Safety needs - security, avoidance of risk/harm
* Social needs - friendship, acceptance, group

» Esteem needs - responsibility, recognition

 Self realization - independence, creativity

Equity & Expectation

Basically, people expect to be treated equally, within the company and as others are in
similar companies; they expect to get a certain reward for a certain effort; and they
expect to get promoted if they undergo training. All these factors are inter-related and

affect the amount of effort people are prepared to put in. (Cook J. & Wall T.D (1980)
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Environmental factors

Those factors over which an individual has no control, e.g.: the job may have been
completed under severe time constraints, with a lack of adequate resources, or by using
obsolete equipment; there may have been conflicting priorities or information overload,
such that the individual was confused and under stress; other staff and departments may
have been less than cooperative; the restrictive policies of the organization may have
prevented the individual from using her initiative and imagination to the extent that she
wished; the quality of the supervision exercised may have been defective - some people
need encouragement and support, whereas others like to be left to get on with the job.

Cannot be used as excuses for poor performance, but they do have a modifying effect.

(Cook J. & Wall T.D (1980)

2.3.1 Performance evaluation criteria and standards
According to the (Opatha, 2002) explains the following performance evaluation criteria

and standards

»  Traits
Traits refer to particular qualities or characteristics the employee possesses. Traits of
employees can be assessed. Example job knowledge, cooperation, trust, honesty,

initiative and loyalty. Traits are needed to understand and use appropriate behaviors for

success. (Opatha, 2002)

» Behaviors
Behaviors are the ways the employee acts in relation to the job. Basically behaviors

involve particular activities carried out by the employee in performing the job.
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Examples include punctuality, attendance, planning works, organizing works,

developing subordinates and controlling works. (Opatha, 2002)

> Results
Results are outcomes produced by the employee. Outcomes or outputs of the employee
can be assessed to do performance evaluation. Examples include number of units

produced, number of units sold etc. (Opatha, 2002)

2.4  Conceptualizing Job Performance

Table 2.1 Dimensions and Aspects of the Job Performance

 Traits 7 : . i | Job oledge

Cooperation

Dependability

Interpersonal relations

Communication skills

Behaviors Planning work

Organizing work

Punctuality

Attendance

Speed

Results Efficiency achievement

Completion of work on schedule

Quality of work

Source: Opatha 2003, cited by Kottawatta, 2007
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Definition:

Dependability

Dependability is a value showing the reliability of a person to others because of his/her
integrity, truthfulness, and trustfulness, traits that can encourage someone to depend on
him/her.

"Dependability (is) the collective term used to describe the availability performance and
its influencing factors : reliability performance, maintainability performance and
maintenance support performance"

Dependability can be thought of as being composed of three elements: such as attributes

threats and means.

Cooperation

Cooperation or co-operation is the process of working or acting together. In its simplest
form it involves things working in harmony, side by side, while in its more complicated
forms, it can involve something as complex as the inner workings of a human being or
even the social patterns of a nation. It is the alternative to working separately in
competition. Cooperation can also be accomplished by computers, which can handle

shared resources simultaneously, while sharing processor time.

Cooperation is the process by which the components of a system work together to
achieve the global properties. In other words, individual components that appear to be
“selfish” and independent work together to create a highly complex, greater-than-the-

sum-of-its-parts system.

38



Interpersonal relations

Interpersonal Relations is a theory of interpersonal relations, introduced by William
Schutz in  1958. This theory mainly explains the interpersonal underworld of a small
group. The theory is based on the belief that when people get together in a group, there
are three main interpersonal needs they are looking to obtain - affection/openness,

control and inclusion

These categories measure how much interaction a person wants in the areas of

socializing, leadership and responsibilities, and more intimate personal relations.

Communication

Communication is the activity of conveying meaningful information. Communication
requires a sender, a message, and an intended recipient, although the receiver need not
be present or aware of the sender's intent to communicate at the time of communication;
thus communication can occur across vast distances in time and space. Communication
requires that the communicating parties share an area of communicative commonality.
The communication process is complete once the receiver has understood the message

of the sender.
Planning of work

A work plan is a standard business management tool used for planning tasks during a
specific time period. Work Plans commonly summarize different components of a job
and how they will be implemented throughout that time span. Significance of the work
planning is by creating a reference point, one can look at tasks that must be
accomplished, problems that need to be solved, and/or workloads that should be

prioritized and scheduled. Employees tend to be more efficient when they create a work
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plan. Stress can also be reduced when an overview of a worker's to-do list is typed or

written on paper, rather than internalized.

Organizing work

Organizing is the act of rearranging elements following one or more rules. Anything is
commonly considered organized when it looks like everything has a correct order or
placement. But it's only ultimately organized if any element has no difference on time
taken to find it. In that sense, organizing can also be defined as to place different objects
in logical arrangement for better searching. Organizations are groups of people

frequently trying to organize some specific subject, such as political issues.

Punctuality

Punctuality is the characteristic of being able to complete a required task or fulfill an
obligation before or at a previously-designated time. "Punctual" is often used
synonymously with "on time." Punctual can also, when talking about grammar, mean to

be accurate.

Some cultures have an unspoken understanding that actual deadlines are different from
stated deadlines; for example, it may be understood in a particular culture that people
will turn up an hour later than advertised. In this case, since everyone understands that a
9 am meeting will actually start around 10 am, no one is inconvenienced when everyone

turns up at 10 am.

In cultures which value punctuality, being late is tantamount to showing disrespect for
another's time and may be considered insulting. In such cases, punctuality may be

enforced by social penalties, for example by excluding low-status latecomers from
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meetings entirely. Such considerations can lead on to considering the value of
punctuality in econometrics and to considering the effects of non-punctuality on others

in queuing theory.

Attendance

Attendance is the act or fact of attending (being present at) work. Also, attendance is
used to define the number of persons present on a particular day at work. An attendance
policy provides the guidelines and expectations for employee attendance at work as

defined, written, disseminated, and implemented by an organization.

Additionally, employees for whom attendance is tracked often perform jobs that are
interdependent on other employees being in attendance. Such jobs include production

line work in a manufacturing facility.

Speed work
Speed work is any running workout in which you run faster than your normal pace for a
certain time or distance, or intervals. In between those fast intervals, you typically

recover at a slower-than-normal pace.

Quality of work

"Quality itself has been defined as fundamentally relational: 'Quality is the ongoing
process of building and sustaining relationships by assessing, anticipating, and fulfilling

stated and implied needs.'

Quality of work is a term that had been used to describe the broader job-related

experience an individual has. Quality of work related concepts are job satisfaction,
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workplace stress and quality of life. Whilst there has, for many years, been much
research into job satisfaction and more recently an interest has arisen into the broader
concepts of stress and subjective well being, the precise nature of the relationship
between these concepts has still been little explored. Stress at work is often considered
in isolation, wherein it is assessed on the basis that attention to an individual’s stress
management skills or the sources of stress will prove to provide a good enough basis
for effective intervention. Alternatively, job satisfaction may be assessed, so that
action can be taken which will enhance an individual’s performance. Somewhere in all
this, there is often an awareness of the greater context, whereupon the home-work
context is considered, for example, and other factors, such as an individual’s personal
characteristics, and the broader economic or cultural climate, might be seen as relevant.
In this context, subjective well-being is seen as drawing upon both work and non-work

aspects of life.

Job knowledge

The degree of understanding about objectives, duties, responsibilities and methodology of

the job.

Efficiency achievement
Uses resources (time, money, talent) in an efficient and cost-effective manner; develops
new ways to enhance productivity; reengineers processes to improve efficiency. Assesses

and manages risk in the introduction of new and creative solutions to challenges.
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2.5  Conceptualizing Employee Commitment

Table 2.2 Dimensions for measuring employee organizational commitment

High leef

Acceptance of job assignment

Preference to work

Work to retain

Caring about the fate of the organization

Personal identification Express about organization

Feeling of inspiration of the organization

Feeling of the quality of the organization

Belief in and acceptance of values and | Feelings of employee’s values and

goals of the organization organizational values

Feeling of choice of the organization

Source: Meyer & Allen 1991, cited by Kottawatta, 2007

Definition:

Loyalty
Loyalty is faithfulness or a devotion to a person, country, group, or cause. Loyalty
presented a different definition of the concept. Loyalty is a virtue indeed a primary

virtue, the heart of all the virtue the central duty amongst all the duties.

From this definition, Royce constructs a moral framework based upon loyalty, using the

notion of loyalty to loyalty itself. In order to do so, Royce distinguishes good causes
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from evil causes, by defining good causes as those that promote loyalty to loyalty. In
other words, loyalty to such a cause enables, promotes, or otherwise furthers the
abilities of other people to be loyal to their causes. A cause that destroys the object of
someone else's legitimate loyalty cannot be good. From this can be derived the virtues

of truthfulness, justice, benevolence, and courtesy.

Job satisfaction

"Job satisfaction is defined as "the extent to which people like (satisfaction) or dislike
(dissatisfaction) their jobs" (Spector, 1997, p. 2). This definition suggests job
satisfaction is a general or global affective reaction that individuals hold about their job.
While researchers and practitioners most often measure global job satisfaction, there is
also interest in measuring different "facets" or "dimensions" of satisfaction.
Examination of these facet conditions is often useful for a more careful examination of
employee satisfaction with critical job factors. Traditional job satisfaction facets

include: co-workers, pay, job conditions, supervision, nature of the work and benefits."

(Williams)

Internalization

Internalization has different definitions depending on the field that the term is used in.
Internalization is the opposite of externalization. Generally, internalization is the long
term process of consolidating and embedding one’s own beliefs, attitudes, and values,
when it comes to moral behavior. The accomplishment of this may involve the

deliberate use of psychoanalytical or behavioral methods.

When changing moral behavior, one is said to be “internalized” when a new set of

beliefs, attitudes, and values replaces or habituates the desired behavior. Internalization
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is also often associated with learning (for example, learning ideas or skills) and making
use of it from then on. The notion of internalization therefore also finds currency in

application in education, learning and training and in business and management

thinking.

Obligation

An obligation is a requirement to take some course of action, whether legal or moral.
There are also obligations in other normative contexts, such as obligations of etiquette,
social obligations, and possibly in terms of politics, where obligations are requirements
which must be fulfilled. These are generally legal obligations, which can incur a penalty
for unfulfilment, although certain people are obliged to carry out certain actions for
other reasons as well, whether as a tradition or for social reasons. Obligations vary from
person to person: for example, a person holding a political office will generally have far
more obligations than an average adult citizen, who they will have more obligations
than a child. Obligations are generally granted in return for an increase in an

individual’s rights or power.

Level of effort
Level of effort is a support type project activity which must be done to support other
work activities or the entire project effort. It usually consists of short amounts of work

which must be repeated periodically.

Turnover
In a human resources context, turnover or staff turnover or labour turnover is the rate at
which an employer gains and loses employees. Simple ways to describe it are "how long

employees tend to stay" or "the rate of traffic through the revolving door." Turnover is
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measured for individual companies and for their industry as a whole. If an employer is
said to have a high turnover relative to its competitors, it means that employees of that
company have a shorter average tenure than those of other companies in the same
industry. High turnover may be harmful to a company's productivity if skilled workers
are often leaving and the worker population contains a high percentage of novice

workers.

Like recruitment, turnover can be classified as 'internal’ or 'external'. Internal turnover
involves employees leaving their current positions and taking new positions within the
same organization. Both positive (such as increased morale from the change of task and
supervisor) and negative (such as project/relational disruption) effects of internal
turnover exist, and therefore, it may be equally important to monitor this form of
turnover as it is to monitor its external counterpart. Internal turnover might be
moderated and controlled by typical HR mechanisms, such as an internal recruitment

policy or formal succession planning.

Attitudes

Organizational context is important in the determination of attitudes and behaviors
(Rousseau, 1978). More than twenty years ago, Rousseau (1978, p. 522) noted
"recognition is growing that both individual differences and characteristics of
organizational settings are germane to all phases of organizational research."
Organizational context is important in the determination of attitudes and behaviors

(Rousseau, 1978).
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Organizational values

Organizational values define the acceptable standards which govern the behaviour of
individuals within the organization. Without such values, individuals will pursue
behaviours that are in line with their own individual value systems, which may lead to

behaviours that the organization doesn't wish to encourage.

In a smaller, co-located organization, the behaviour of individuals is much more visible
than in larger, disparate ones. In these smaller groups, the need for articulated values is
reduced, since unacceptable behaviours can be challenged openly. However, for the
larger organization, where desired behaviour is being encouraged by different
individuals in different places with different sub-groups, an articulated statement of

values can draw an organization together.

Clearly, the organization's values must be in line with its purpose or mission, and the
vision that it is trying to achieve. So to summarize, articulated values of an organization
can provide a framework for the collective leadership of an organization to encourage
common norms of behaviour which will support the achievement of the organization's

goals and mission.

Employees’ value

Values can be defined as broad preferences concerning appropriate courses of action or
outcomes. As such, values reflect a person’s sense of right and wrong or what “ought”
to be. “Equal rights for all”, "Excellence deserves admiration", and “People should be
treated with respect and dignity™ are representative of values. Values tend to influence

attitudes and behavior. For example, if you value equal rights for all and you go to work
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for an organization that treats its managers much better than it does its workers, you
may form the attitude that the company is an unfair place to work; consequently, you
may not produce well or may perhaps leave the company. It is likely that if the company
had a more egalitarian policy, your attitude and behaviors would have been more

positive.

Choice of the organization

Choice consists of the mental process of thinking involved with the process of

judging the merits of multiple options and selecting one of them for action.

2.6  Related research on Organizational Commitment and Job Performance

George and Jones (1996) define committed employees give a big contribution to
organizations because they perform and behave on achieving organizations' goals.
Furthermore, workers who are committed to their organization are happy to be members
of it, believe in and feel good about the organization and what it stands for, and intend
to do what is good for the organization . Thus, we could say that there is a relationship
between organizational commitment and job performance. However, surprisingly,
previous research suggested that organizational commitment is largely unrelated to job
performance (Mathieu & Zajac, 1990). In addition, Mowday et al. has also concluded
that the link between commitment and performance is largely nonexistent (1982).
Organizational commitment refers to the psychological attachment of workers to their
workplaces (Allen & Meyer, 1990; O’Reiily & Chatman, 1986). Commitment to
organizations is positively related to such desirable outcomes as job satisfaction
(Bateman & Stasser, 1984; Mowday, Porter, & Steers, 1982), motivation (Mowday,

Steers,& Porter, 1979), and attendance (Mathieu & Zajac, 1990; Steers & Rhodes,
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1978) and negatively related to such outcomes as absenteeism and turnover (Clegg,
1983; Cotton & Tuttle, 1986). Also, Horton stated that stronger commitment could
result in less turnover and absenteeism, thus increasing an organization’s productivity
(Schuler & Jackson, 1996, p. 302). However, the relationship between organizational
commitment and job performance is more tenuous (Becker, Billings, Eveleth, & Gilbert,
1996). For instance, Mathieu and Zajac’s (1990) Meta analysis showed that the
confidence interval around the mean correlation between organizational commitment
and performance included zero. Thus, they concluded "commitment has relatively little
direct influence on performance in most instances" (1990:184). Because organizational
commitment is an important determinant of the experience work and central to

understanding and managing organizational behavior (George & Jones, 1996, p.67).

There are three new findings that explain more specifically about commitment
performance relationship. Definitions used in those researches are little bit different.
Term ‘commitment’ intended is employee commitment and is larger than the meaning
of organizational commitment. It means commitment owned by employees. Each
researcher has different focus. Then, term 'performance' has similar meaning to job
performance. It does not only mean individual performance but also might mean
organizational performance. So it depends on which meaning the researchers want to
use. Those findings by Stephen L. Fink, Thomas E. Becker et al., and Birgit Benkhoff

will be explained as follows.

Stephen L.Fink (1992) explains that employee commitment is only one of many factors
affect performance, but certainly is a key factor. He defines commitment as an attitude

that develops from a process called identification, which occurs when one experiences
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something, someone, or some idea as an extension of oneself. While all research on
commitment treats it only in terms of identification with organization, that is, its goals,
values, and mission, on the other hand, he focuses on three-dimensional concept
including identification with the work itself and with co-workers. He is sure that these
are equally important because they can have powerful effects upon employee
performance . As basis of his research he makes an interactive model that proposes 1.
Good management practices result in an effective reward system and employee
commitment, 2. An effective reward system results in enhanced employee commitment
and employee performance, 3. Employee commitment results in enhanced employee

performance .

The finding of Thomas E. Becker, Robert S. Billings, Daniel M. Eveleth, & Nicole L.
Gilbert (1996), the conclusion that commitment is largely unrelated to job performance
is based upon the conventional view of commitment, which is that employee attachment
involves “the relative strength of an individual’s identification with and involvement in
a particular organization’” (Mowday et al., 1982:27). In contrast to this conventional
view, a number of theorists and researchers have begun to view employee commitment
as having multiple foci and bases (Becker et al., 1996). Foci commitment are the
individuals and group to whom an employee is attached (Reichers, 1985). Bases of
commitment are the motives engendering attachment (O’Reilly & Chatman, 1986). It
has been known for some time that employees can be committed to such foci as
professions (Gouldner, 1958) and unions (Gordon, Beauvais, & Ladd, 1984), as well as
to organizations (Mowday et al., 1982). Recent research has suggested that workers can
also be differentially committed to occupations, top management, supervisors, co-

workers, and customers (Becker, 1992; Meyer, Allen, & Smith, 1993; Reichers, 1986).
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With respect to the bases of commitment, early research suggested that different
motivational processes underlie single attitudes. According to Kelman (1958),
compliance occurs when people adopt attitudes and behaviors in order to obtain specific
rewards or to avoid specific punishments. Identification occurs when people adopt
attitudes and behaviors in order to be associated with a satisfying, self-defining
relationship with another person or group. Finally, internalization occurs when people
adopt attitudes and behaviors because their content is congruent with the individuals’

value systems.

Randall for instance, in a Meta analysis on the consequences of commitment suggested
that further research should explore “different models to account for the organizational
commitment-work outcome relationship” (1990:376). Significant and strong
relationship between commitment and job performance (Fink, 1993; Becker et al., 1996;
Benkhoff, 1997). However, we should notice that each finding above results in
specifically different things. Fink finds that there is significant correlation between
employee performance and commitment in all categories (work, co-worker, and
organization but the two last findings suggests that commitment to supervisors is
positively related to performance and is strongly associated with performance than is
commitment to organizations (Becker et al., 1996; Benkhoff, 1997). Furthermore,
commitment based on internalization of supervisory and organizational values is related

to performance (Becker et al., 1996).

Emanuel Camilleri (2002) identifies strong affective commitments are more valuable
employees to the organization. Strong affective employee commitment feels emotional

attachment to the organization, and then this individual will have a higher motivation
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level to contribute meaningfully to the organization than would an employee with weak
affective commitment .Therefore, those employees with strong affective commitment
will choose to be absent less often and will be motivated to give a high performance.

Affective commitment correlated positively, while continuance commitment correlated
negatively, with the performance of lower-level managers in a large food service
company (Meyer et al. 1989). Somers and Birnbaum (2000) confirmed the same result,
that only affective commitment is associated with desirable outcomes, when analyzing
the data from professional employees of a medical center. According to the literature
review researcher identified affective commitment has positive relationship with job

performance.

Allen and Meyer (1990) identify continuance commitment represents cognitive
attachment between employees and their organizations because the costs of leaving
organizations outweigh the benefits. Costs may include loosing a good pay and other
forms of material benefits, established networks or contacts, image, necessity to
reallocate, job search expenses, etc. Employees remain with the organization because
the costs of doing otherwise are too high. It is possible that this type of commitment
could create feelings of resentment or frustration that could lead to inappropriate work
behavior and job performance (Emanuel Camilleri, 2002).

The research results supports to explain the continuance commitment is negative
relationship with job performance. John P. Meyer, David J. Stanley, Lynne Herscovitch
and Laryssa Topolnytsky (2002) Continuance commitment was unrelated or related
negatively. Marthieu and Zajac (1998) have found that affective commitment to the
organization is positively related to the job performance. It was also found that the

relation between continuance commitment and performance was not significant. Mayer
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and Schooman (1998) states the relationship between continuance commitment to the
organization and performance was negatively. Based on the literature review it could be
concluded that continuance commitment has negative relationship with job

performance.

Emanuel Camilleri (2002) defines as an employee with strong normative commitment is
attracted to the organization by feelings of obligation and duty. Thus, it is anticipated
that normative commitment will be positively related to such work behavior as job
performance, work attendance, and organizational citizenship .Normative commitment
might have a particularly important impact on the manner in which the work is carried
out.

Previously conducted studies show a significant relationship between normative
commitment and perceived employees' performance. For example, Muhammad et al
(2010) in their article titled "The Impacts of Organizational Commitment on Employee
Job Performance" has the positive relationship between the normative commitment and
job performance. According to the literature review researcher found that normative

commitment has positive relationship with job performance.

2.7  Summary

Organizational commitment has emerged as an important construct in organizational
research owing to its relationship with work-related constructs such as absenteeism,
turnover, job satisfaction, job-involvement and leader-subordinate relations. Affective
organizational commitment is conceptualized as “an individual’s attitude towards the
organization, consisting of a strong belief in, and acceptance of, an organization’s goals,

willingness to exert considerable effort on behalf of the organization and a strong desire
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to maintain membership in the organization”. Continuance commitment can be
conceptualized as the propensity for employees to feel committed to their organization
based on their perceptions of the associated costs of leaving the organization.
Normative commitment can be conceptualized as the belief that “employees have a

responsibility to their organization™.

Performance is measured through the traits, behavior and results. Traits refer to
particular qualities or characteristics the employee possesses. Behaviors are the ways
the employee acts in relation to the job. Results are outcomes produced by the
employee. Outcomes or outputs of the employee can be assessed to do performance

evaluation.

According to the literature review researcher could be concluded that affective

commitment and normative commitment has positive relationship with job performance,

whilst continuance commitment has negative relationship with job performance.
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Chapter-3
Conceptualization and Methodology

31 Introduction

This chapter attributes how the research has been conducted and evaluates the
relationship between the commitment and job performance. It initially deals with the
methodology used in collection of sufficient data and information from the respondents
and in transferring them into meaningful to drive the findings and take decisions. The
conceptual model clearly expresses the relation and link between the dependent and

independent variable of this research study.

3.2  Conceptual Framework

Organizational commitment is considered to be one of the foremost important and
crucial outcomes of the human resource strategies. And the employee commitment is
seen as the key factor in achieving job performance (Sahnawaz & Juyal, 2006).

The following model (Figure 3.1) will be used the conceptual framework for the
analysis.

Figure 3.1 Model of the research

Employee Affective
Commitment

Employee Continuance Job Performance

Commitment \

Employee Normative
Commitment

Source: Literature Survey
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3.3  Conceptualizing Job Performance

Performance can be described in general as outcome variables of an employee (Gilbert
& Ford 1999). In this study what has been considered is task related performance.
Performance can be viewed in different perspectives. It can be seen as productivity, out

put, effectiveness and many other variables connected to task.

Job performances are measured through the traits, behaviors and results.

Table 3.1 Dimensions and Aspects of the Job Performance

Traits Particular  qualities | Job Knowledge | Q5: 09
employees possesses | Cooperation Q5:05
(Based on Opatha: | Communication | Q5:08
2003) Skills
Job Performance: | Behaviors | The employee act in | Planning Q5:07
Job performance relation to the job | Organizing Q5:06
are measured (Based on Opatha: | Punctuality Q5:03
through the 2003)
traits, behaviors | Results | Outcome produced | Efficiency Q5:02
and results by the employees | Achievement Q5:04
(Based on (Based on Opatha: | Completion of | Q5:01
Opatha: 2003) 2003) work on
schedule
Quality of work | Q5:10

Source: Opatha 2003, cited by Kottawatta, 2007
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Definition:

Traits:

Traits refer to particular qualities or characteristics the employee possesses. Traits of
employees can be assessed. Example job knowledge, cooperation, trust, honesty,
initiative and loyalty. Traits are needed to understand and use appropriate behaviors for

success. (Opatha, 2002)

Behaviors:

Behaviors are the ways the employee acts in relation to the job. Basically behaviors
involve particular activities carried out by the employee in performing the job.
Examples include punctuality, attendance, planning works, organizing works,

developing subordinates and controlling works. (Opatha, 2002)

Results:
Results are outcomes produced by the employee. Outcomes or outputs of the employee
can be assessed to do performance evaluation. Examples include number of units

produced, number of units sold etc. (Opatha, 2002)

Job knowledge:
The degree of understanding about objectives, duties, responsibilities and methodology

of the job. (Opatha, 2002)

Cooperation:
Attitude towards the work peers and superiors and the ability to understand and help

solve problems of others. (Opatha, 2002)

37



Dependability:

The ability to do required activities under a minimum supervision. (Opatha, 2002)

Interpersonal relations:

Interact positively and sensitivity with people. (Illinois Institute of Technology, 1998)

Communication skills:
Ability to communicate and interact with customers and the staff effectively. (Opatha,

2003)

Planning work:
Develop plans and organize tasks and resources to accomplish work objectives.

(Illinois Institute of Technology, 1998)

Organizing work:
Deciding how best to do organizational activities and resources.

(Ricky W. Griffin, Texas A&M University,1997)

Punctuality:

Tendency to arrive at work place at the right time. (Opatha, 2002)

Attendance:

Faithfulness in coming to work. (Opatha, 2002)

Speed:
The individual’s ability to complete the work assigned with the utmost expedition for

better customer service and higher productivity. (Opatha, 2003)
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Efficiency achievement:

Uses resources (time, money, talent) in an efficient and cost-effective manner; develops
new ways to enhance productivity; reengineers processes to improve efficiency.
Assesses and manages risk in the introduction of new and creative solutions to

challenges. (Achievement and Competency Enhancement System (ACES) 2006)

Completion of work on schedule:
The employee is able to manage time effectively and produce high quality work.
Ability to create and meet deadlines. Ability to recognize and properly plan priorities.

(Opatha, 2002)

Quality of work:
General excellence of output with consideration to accuracy, thoroughness and neatness.

(Opatha, 2002)

34  Conceptualizing Employee Commitment

Different dimensions of commitment

Kanter, 1993 explained how commitment could be different according to behavioral
requirement imposed on members by the organizations. According to Luthans (1998) he
categories the commitment in three types such as continuance commitment, affective
commitment and normative commitment. Two views of employee organizational
commitment, such as attitudinal approach and the behavioral approach. Organizational
behavior researches describe commitment as an attitudinal approach. Social

psychologist describes it as behavioral commitment (Luthans, 1998).
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Table 3.2 Dimensions for measuring employee organizational commitment

(Concept | Variables SRaTC !
e B _definition
Affective Strong emotional Q2:01/Q2:02
Commitment | attachment in the Q2:03
organization Organizational | Q2:07/Q2:10
(Based on Meyer | goals
and Allen :1991) | Acceptance  of | Q2:09
job assignment
Preference  to | Q2:04/Q2:05
Employee vl
LI Work retain Q2:06/Q2:08
Three Normative Obligation to | Obligation Q3:01/Q3:05
components of Commitment | continue with the Q3:10
organizational organization Loyalty Q3:02/Q3:03
cotifiltnsets (Based on Meyer | Nature of task Q3:08
such as and Allen :1991) | Internalization Q3:04/Q3:06
affective, Q3:09
normative and Quality of | Q3:07
continuance organization
commitment Continuance | Awareness of the | Employees Q4:02/Q4:10
(Based on | Commitment | costs  associated | attitudes
Meyer and with leaving the | Turnover Q4:05
Allen:1991) organization Job alternatives | Q4:01/Q4:03
(Based on Meyer Q4:06/Q4:08
and Allen: 1991) | Dissatisfaction | Q4:04 Q4:09
Organizational | Q4:07
value

Source: Meyer & Allen 1991, cited by Kottawatta, 2007
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Definitions:

Loyalty to the organization:

Employee loyalty can be defined as employees being committed to the success of the
organization and believing that working for the organization is their best

option. (Loyalty Research Center,2007)

Personal identification:
Personal identification occurs when an individual's beliefs about his or her organization

become self-referential or self- defining.( Pratt (1998)

Organization values:
All organizations operate according to overall values, or priorities in the nature of how
they carry out their activities. These values are the personality, or culture, of the

organization. (Carter McNamara, 1997)

Organization goals:

Organizations members often work to achieve several overall accomplishments, or
goals, as they work toward their mission. (Carter McNamara, 1997)

High level effort:

The physical or mental vigor needed to do something to achieve the organization goals.

(Dictionary, 2006)

Acceptance of job assignment:

Position of acceptance job responsibility (Online dictionary, 2007)

Preference to work:

A greater liking for one alternative over another or others. (Dictionary, 2006)
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Work to retain:

The person is continued to have work in the organization. (Dictionary, 2006)

Fate of the organization:
The development of events outside a person’s control, regarded as decided in advance

by supernatural power. (Dictionary, 2006)

Express about organization:

Express the organization over all values, goals and belief. (Carter McNamara, 1997)

Inspiration of the organization:
The process of being filled with a feeling or with the urge to do something. (Dictionary,

2006)

Quality of the organization:
accuracy and thoroughly applies requisite knowledge and skills necessary to complete

the work. (Illinois Institute of Technology, 1998)

Employee’s values:
Creating a common positive workplace culture, attitudes, integrity, productivity,

flexibility and etc. (Marklund, 2008)

Choice of the organization:

Choice consists of the mental process of thinking involved with the process of

judging the merits of multiple options and selecting one of them for action.

(Wikipedia, the free encyclopedia, 2008)
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Job satisfaction:

"The measurement of one's total feelings and attitudes towards one's job" (Graham, 1982, p.

68).

3.5

Hypothesis

Based on the above conceptual framework the following hypotheses are formulated.

HO:

Ell:

HO:

H2:

HO:

H3:

There is no relationship between employee affective commitment and job
performance of Zonal Education Officers in Eastern Province in Sri Lanka.
There is a positive relationship between employee affective commitment and job

performance of Zonal Education Officers in Eastern Province in Sri Lanka.

There is no relationship between employee normative commitment and job
performance of Zonal Education Officers in Eastern Province in Sri Lanka.
There is a positive relationship between employee normative commitment and job

performance of Zonal Education Officers in Eastern Province in Sri Lanka.

There is no relationship between employee continuance commitment and job
performance of Zonal Education Officers in Eastern Province in Sri Lanka.
There is a negative relationship between employee continuance commitment and

job performance of Zonal Education Officers in Eastern Province in Sri Lanka.
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3.6  Methodology

Research methodology is described in terms of methods, population, instruments and

procedures used for data collection as well as procedures used in the data analysis.

3.6.1 Population, Sample and Selection of the Sample

Huysamen (1994, p. 38) defines a population as encompassing “the total collection of all
members, cases or elements about which the researcher wishes to draw conclusions.” This
research includes a total population of 2637 (Cadre Position as at 01-09-2007, Zonal
Education Officers in Eastern Province) comprising principals, advanced level teachers

and zonal directors.

According to Sekaran (2003, p. 266), sampling is “the process of selecting a sufficient
number of elements from the population, so that a study of the sample and an understanding
of its properties or characteristics would make it possible for us to generalize such
properties or characteristics to the population elements.” Accordingly a systematic random
sample was used to ensure enough representation of the population. Ten percent of the
total population is taken into consideration for this study. For example where as the total
population of principals amounts to 679, the selected samples are restricted to
approximately 70. And among 1945 A/L teachers only about 200 samples are selected.
In addition two zonal directors are selected from each district. Altogether 276 samples

are selected for purpose of research.
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The following table 3.3 represents the sample of the Zonal Education Officers in the

Eastern Province in Sri Lanka.

Table 3.3 Eastern Province — Zonal Education Officers

Lones

Trincomalee | Trincomalee

Muthur 01 01 85 9 170 17
Kantale 01 - 05 1 78 8

Batticaloa Batticaloa 01 01 82 8 209 22
Kalkudah 01 - 38 4 53 5
Paddiruppu 01 - 58 6 443 46
Batticaloa 01 01 41 4 85 9
central

Ampara Kalmunai 01 01 70 7 227 23
Akkaraipattu 01 01 64 7 162 17
Sammanthurai 01 - 49 - 83 9
Ampara 01 - 67 7 154 16
Mahaoya 01 - 28 3 32 3
Dehiattakandiya 01 - 31 S 52 5

Total 13 06 679 70 1945 200

Source: Cadre Position as at 01-09-2007, Zonal Education Officers in Eastern Province
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3.6.2 Data Collection

The research study using the questionnaire, most of the items based on other
researches, namely Roderick D. Iverson and Donna M. Buttigieg (1998), Isaiah
O.Ugboro (2003), Aaron Cohen (2007) and Fonseka (2000). Most of the
questionnaires collected by researcher. And also research assistant administered the
questionnaire.

The questionnaire is structured in to 5 sections:

- The first part inquires in to the personal details

- The second part measures affective commitment

- The third part measures normative commitment

- The fourth part measures continuance commitment

- The fifth part measures job performance

3.6.3 Measures

Employee affective commitment, continuance commitment and normative
commitment are considerable independent variables to effective job performance.
Pearson correlation and multiple regressions analysis will be performed to obtain the

relationship between employee commitment and effective job performance.

Measuring Personal Characteristics

The population consists of zonal directors, principals and Advanced Level teachers.
The personal characteristics include sex, age, marital status, occupation, type of
school, distance from home to work organization, modes of transportation,
educational qualification/ Services, work experience, zonal education officers district

and zones.
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Measuring Employee Commitment
Employee commitment will be measured by a 30-item questionnaire devised by
Roderick D. Iverson and Donna M. Buttigieg (1998), Isaiah O.Ugboro (2003), and

Aaron Cohen (2007). There are 3 dimensions identified.

Dimension 1 - Loyalty to the organization
Dimension 2- Personal identification

Dimension 3- Belief in and acceptance of values and goals of the organization

A five point likert scale use to measure the respondent commitment to the organization.
1- Strongly disagree

2-Disagree

3-Neither disagree/ Agree

4-Agree

5-Strongly agree

Measuring Employee Job Performance

The performance of Zonal Education Officers use to measure a 10 item questionnaire

devised by Opatha 2003.

There are 3 dimensions identified.

Dimension 1- Traits (Traits refer to particular qualities or characteristics the employee
possesses)

Dimension 2- Behaviors (Behaviors are the ways the employee acts in relation to the

job)

Dimension 3- Results (Results are outcomes produced by the employee)
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Employee job performance measure by the response questionnaire. A five point likart
scale use for this purpose.

1- Strongly disagree

2-Disagree

3-Neither disagree/ Agree

4-Agree

5-Strongly agree

3.64 Methods of Data Analysis

The following statistical tools are use to find the relationship between the employee
commitment and employee job performance. The dependent variable in the analysis is
the measure of job performance and independent variable in the analysis are affective

commitment, normative commitment and continuance commitment.

Statistical Software Package-SPSS (14.0 version) was a tool for compiling and
processing data.
Univariate analysis: Descriptive statistics use to analyze each variable. Frequency tables

will be used. These frequency plots will be presented as tables and charts.

Pearson Correlation - Based on the Algina, J., & Keselman, H. J. (1999) provides a
measure of index for the strength and direction of any linear relationship between two

variables. When the points are more concentrated, the value of r is higher.

Multiple regression- In multiple regressions a whole set of statistical information use to

predict the dependent variable. It addresses the combined of many independent
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variables on the dependent variable. Hence variable are used as the predictors of

performance.

P=B0+B1A+B2N+B3C+K

Where A=Affective commitment, N=Normative commitment, C=Continuance
commitment and P=Job Performance and B0, B1, B2, B3 are constants and K is the
error term. Hence in this analysis it is assumed that the dependent variable can be

represented as a linear relationship with the independent variable.

3.6.5 Hypothesis testing

Correlation analysis

The alternative hypothesis is defined as following,
Ha: The two given variables are associated
When p<0.05 reject H, and accept H,

Where r= correlation coefficient

Hypotheses testing in regression analysis

Alternative hypothesis defined as following

Hi: At least one b is not zero

When p<0.05 reject H, and accept H;

Where = beta
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3.7  Summary

The research methodology utilized in the present study was addressed in this chapter.
More specifically, the selection of the sample, the measuring instruments used and the
rationale for their inclusion, as well as the statistical methods employed in testing the

research hypotheses were discussed.
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4.1

Chapter-4

Data Analysis and Discussion

Introduction

Analyzing the data amassed and presented for the purpose of reaching conclusion is the

heart of any research. In this process all the collected data from 276 respondents have

been categorized and analyzed on the following basis. Even though various mode of

analysis are applied and be preferred, for this study powerful bivariate, multivariate

analysis has been adopted using the latest SPSS computer package.

4.2

Summary of Data Analysis

The following table 4.1 explains the summary of data analysis.

Table 4.1

Data

Summary of data analysis

Personal Characterizes:

Frequency

Frequency

A bar chart displays

presentation | Gender, Age, Marital | tables, bar | cumulative the count for each
status, Occupation, Type of | chart percentage distinct  value or
School, Distance, Mode of category as a
transportation, Educational separate bar,
qualification/ Services, allowing you to
Work experience, compare categories
Working Zonal Offices visually.
Districts and Zones

Univariate Affective commitment, | Statistics mean, Statistics that

Analysis Normative ~ commitment, | frequency standard measure the spread
Continuance commitment , | tables deviation of | or variation in the
Job performance mean data

variance
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Reliability Affective commitment, | Alpha value | Alpha value Reliability analysis
analysis Normative  commitment, procedure calculates
Continuance commitment a number of
Job Performance commonly used
measures of scale
reliability and also
provides information
about the
relationships
between individual
items in the scale
Bivariate Affective commitment, | Correlation | Correlation r, | Pearson's correlation
analysis Normative  commitment, significant coefficient is a
Correlation Continuance commitment , level measure of linear
analysis Job performance association.
Hypothesis AC-JP, NC-JP, CC-JP Correlation | Correlation, r | A useful hypothesis
testing Regression | Regression- | is a testable
beta statement which may
include a prediction
Multiple Affective commitment, | Model R, R Square | A statistical measure
regression Normative  commitment, | summary, , Significant , | that  attempts to
Continuance commitment , | ANOVA, Beta determine the
Job performance Coefficients strength of
the relationship
between one
dependent  variable

and a series of other

changing variables.
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4.3  Data Presentation

The information was obtained through 276 structured questionnaires. Personal
information was obtained from the first part of the questionnaire. It consists of sex, age,
marital status, occupation, type of school, distance from home to work organization,
modes of transportation, educational qualification/ services, work experience, Zonal

Education Officers district and zones.

4.3.1 Gender

Table 4.2 Gender

Male 131 47.5
Female 145 52.5
Total 276 100.0

Source: Survey data

The above table has shown the overall status of gender distribution in Zonal Education
Officers in Eastern Province. Out of 276 respondents sample taken 131 are male and
145 are female, with the percentage of 47.5% and 52.5% respectively in the selected

sample.

43.2 Age
Age was categorized by eight classes, those are <30,30-35,36-40,41-45,46-50,51-55,56-
60 and above 60 years. Based on the data which was collected from the respondents, the

age distribution of overall zonal directors, principal and A/L teachers are described in

table 4.3.
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Table 4.3 Age

<30 29 10.5
30-35 31 11.2
36-40 30 10.9
41-45 58 21.0
46-50 37 20.7
51-55 40 14.5
56-60 30 10.9
>60 1 4
Total 276 100.0

Source: Survey data

The majority of the respondents (56.2%, n = 135) are in the age group of 41-55 years,
while 33% (n=90) are in the age group 30-40 years. Thirty respondents (11%) fall in the
age category 56-60 years, and a further .4% (n = 01) of the respondents are in the age

group above 60 years old.

4.3.3 Marital Status

Table 4.4 Marital Status

Married 222 80.4
Single 54 19.6
Total 276 100.0

Source: Survey data
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The above table discloses that two hundred and twenty two respondents are married and

rests of the 54 respondents are single in the working station.

4.3.4 Occupation

Table 4.5 Occupation

AVl tearber 200 | 725

Principal 70 25.4
Zonal director 6 22
Total 276 100.0

Source: Survey data
In accordance to deployment category that 200 respondents were in A/L teacher, 70
respondents are served as principal and rest of the 6 respondents are carrying duties as

Zonal Directors.

4.3.5 School Type

Table 4.6 School Type

Zonal Director
1AB 148 53.6
1C 122 442
Total 276 100.0

Source: Survey data

The above table has shown the no of respondents distributed in types of school.
Hundred and forty eight respondents are performed in from 1AB school, rest of the 122
respondents are come under the IC school. Zonal Directors are taking into consideration

of Zonal Education employees.
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4.3.6 Distance from home to organization

Table 4.7 Distance from home to organization

<5 112 40.6
5-10 85 30.8
11-15 62 225
16-20 13 4.7
21-25 2 3
>25 2 7
Total 276 100.0

Source: Survey data

Table 4.7 describes the distance from home to organization. Majority of the respondents
(112) fall on below 5km distance from home to organization. 53% of the respondents
(147) come under the category of 5-15km from their working stations. Far distance
travelled respondents are 15, which is 5% that shows 16-25 Km. last and least 2

respondents are travelled far away from residence to working station.

4.3.7 Mode of Transportation

Table 4.8 Mode of transportation

Walk 24 8.7
Bicycle 32 11.6
Motor bike 84 30.4
Bus 96 34.8

Train 23 8.3

Others 17 6.2
Total 276 100.0

Source: Survey data
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The above table shows that twenty four respondents are very close to the working
station. Twelve percentages of the respondents are using the bicycle, eighty four
respondents are using the motor bike, thirty five percentages of the respondents are
using the bus and twenty three respondents are using the train. Very few respondents

(17) are using their mode of convenience.

4.3.8 Educational Qualification

Table 4.9 Educational Qualification

Diploma

PGDM 39 14.1
Degree 172 62.3
Master degree 52 18.8
Total 276 100.0

Source: Survey data

The Zonal Education Officers academic qualification has been categorized by four
levels. Table 4.9 shows that thirteen respondents are have the diploma qualification.
Thirty nine respondents gained the PGDM. Majority of the respondents (172)
possessing the degree qualification. Rest of the 52 respondents yield the master degree

in their field.
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4.3.9 Services

Table 4.10  Services
Non applicable 176 63.8
SLEAS I 6 22
SLPS II-2 11 4.0
SLPS-1 7 2.5
SLPS II-1 49 17.8
SLTS 27 9.8
Total 276 100

Source: Survey data

Respondents are categorized in service wise; most of the respondents (176) don’t have
come under purview of any services. It indicated those are the A/L teachers in the
schools.  Six zonal directors are come under the SLEAS II service in the zonal
education offices. Majority of the principals (67) are serving with the service of
SLPSII-2,SLPS-1 and SLPSII-1. Rest of the 27 respondents is having the SLTS

services.

4.3.10 Work Experience

Table4.11  Work Experience

<5 42 15.2
05-10 58 21.0
11-15 46 16.7
16-20 51 18.5
21-25 45 16.3

>25 34 123
Total 276 100.0

Source: Survey data
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The table 4.11 describes majority of the respondents (47%, n = 130) have performed 16
or more years experience in their working field. The second biggest group of
respondents, 21% (n =58) have 05-10 years working experience. A further 46
respondents (17%) have 11-15 years experience. Only 15% of the respondents (n = 42)

are below level of five years experience in their field.

4.3.11 Working Zonal Education Offices in districts

Table 4.12  Working zonal education offices in districts

Trincomalee 62 228

Batticaloa 107 38.8
Ampara 107 38.8
Total 276 100.0

Source: Survey data
Table 4.12 describes the 39% of the respondents (107) come from the Batticaloa and

Ampara districts. Rest of the 62 respondents comes from the Trincomalee district.

4.3.12 Working Zonal Education Offices in Zones

Eastern Province territory have the three district, those are Trincomalee , Batticalo and
Ampara. Trincomalee district are divided by three zones such as Trincomalee, Muthur
and Kantale. Batticaloa districts are enveloped in four zones, such as Batticaloa,
Kalkuda, Paddiruppu, Batticaloa central. Ampara district are administrated by six

zones, such as Kalmunai, Akkaraipattu, Sammanthurai, Ampara, Mahaoya and
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Dehiyatakandiya. According to the research purpose researcher selected 276
respondents from the thirteen zones.

The table 4.13 illustrated the working Zonal Education Offices in zones basis

Table 4.13 Working zonal education offices in zones

Trincomalee 27 ‘ 9.8
Muthur 27 9.8
Kantale 9 3.3
Batticaloa 31 ‘ 11.2
Kalkudah 9 3.3
Paddiruppu 52 18.8
Batticaloa central 14 5.1
Kalmunai 31 11.2
Akkaraipattu 23 9.1

Sammanthurai 14 3:1
Ampara 23 8.3
Mahaoya 6 2.3
Dehiattakandiya 8 2.9
Total 276 100.0

Source: Survey data
Zonal education offices are divided into 13 zones. Table 4.13 explains the employees
working zone clearly. About 57 respondents are (20%) working in the Trincomalee and

Muthur zones. Majority of the 52 respondents are serving in the Paddiruppu zone.
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Fourteen no of respondents are working in the Batticaloa central and Sammanthurai.
Seventy nine respondents are working in the Kalmunai, Akkaraipattu and Ampara
zones. A very few employees (14) are working in the Mahaoya and Dhiattankandiya

zones.

4.4 Summary of Sample Description

According to the survey data, the research results indicate lack of support for the
association between from Zonal Education Officers commitment and job performance.
About 73 percentages of the respondents are A/L teachers, 25 percent are principals and
2 percent zonal directors. About 47 percent are male and 53 percent are female. Out of
the 276 only 54 respondents are unmarried. Age was categorized into 8 levels. Majority
of the sample appears under 45 years age groups. Distances are categorized into 6
levels. About 41 percent of the respondents come under 5km and 31 percent of the
respondents 5-10km distance from home to work organization. Mode of transportation
is categorized into six levels. About 31 percent of the respondents use the motor cycle,
9 percent of the respondents walk, 35 percent of the respondents use the bus, 12 percent
use the bicycle, and 15 percent use the train and others modes of convenience. About 94
percent respondents are degree holders. Work experience is categorized into 6 levels,
majority of the respondents, about 21 percent, have 5-10 years experience, 18 percent of
the respondent 16-20 years, and 17 percent of the respondent 11-15 years.

Based on the above facts indicated that married women staff are well balanced to
manage their job arena and home affairs. Most of the teachers are only prefer to work
within town area not to rural side. As the better results rural communities are facing the

huge rate of under staffing in teaching sector.
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Below 35 years employees are not up to mark of experience in their work. Most of the
employees are depending on the bus transport it is tricky and unsure to come on time.
As these factors contribute towards a low level of commitment and unsatisfactory job

performance among the employees.

In the univariate analysis is carried out with the measure of mean and standard
deviation. Employee commitment and Job performance are measured by the five point
likart scale method. The numerical values have been given below.

1- Strongly disagree

2-Disagree

3-Neither disagree/ agree

4-Agree

5-Strongly agree

Hence the decisions rule for employee commitment:

1<Xi<25 Low level of employee commitment in Zonal Education Officers in
Eastern Province.

2.5<Xi<3.5  Moderate level of employee commitment in Zonal Education Officers in
Eastern Province.

3.5<Xi<5 High level of employee commitment in Zonal Education Officers in

Eastern Province.
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Decision rule for employee job performance:

1<Xi<25 Low level of employee job performance in Zonal Education Officers in
Eastern Province.

2.5<Xi<3.5  Moderate level of employee job performance in Zonal Education
Officers in Eastern Province.

3.5<Xi<5 High level of employee job performance in Zonal Education Officers in

Eastern Province

Table 4.14 Mean and Standard deviation for all variables

; Affective commitment ‘ 77963

Normative commitment 2.9433 .89220
Continuance commitment 2.0082 .60905
Job Performance 3.7040 0.82990

Source: Survey data

The table 4.14 shows the mean value and standard deviation of variable in respect of the
Zonal Education Officers in the Eastern Province. Almost all variables are
approximately having a mean value close to 3 on the measurement scale. However the
factor job performance earned the highest mean value of 3.7040, whilst the factor
continuance commitment earned the lowest mean value of 2.0082. The factors affective
and normative commitment are indicated that moderate level of commitment of
employees in the zonal education officers; even as continuance commitment shows the

low level of commitment in zonal education officers in Eastern Province.
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4.5  Data Validity and Reliability

Validity refers to the extent to which an instrument measures what it is supposed to
measure and a measuring instrument is valid when it does what is intended to do. Dunn
(2001) defined the validity as the degree to which an observation or a measurement
corresponds to the construct that was supposed to be observed or a measurement. The
questionnaire provides an adequate coverage by embodying an adequate number of
items that represent variables of interest ensuring the content validity of the instrument.
Reliability of the variables, Cronbach’s coefficient alpha was calculated to evaluate the
reliability of the measures. An alpha level of 0.70 or above is generally considered to be
accepted (Cronbach, 1951). All the measures in survey exceed this threshold. Affective
commitment (alpha= 0.941 ), normative commitment (alpha=0.961 ), continuance

commitment (alpha = 0.803 ) and job performance (alpha= 0.954 A

Analysis and Findings

Two statistical tools were applied to the data; correlation and multiple regressions.
Correlation is not the same as multiple regression but the two are related. Multiple
regressions found the best predict of employee commitment towards employee job
performance. The correlation quantified the magnitude and direction of the relationship

between commitment and job performance.

Correlation of the research variables

For the purposes of determining whether a statistically significant relationship exists
between employee commitment and job performance, the Pearson Product Moment
Correlation Coefficient was used. It provides an index of the strength, magnitude and

direction of the relationship between employee commitment and job performance
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(Sekaran, 2003), therefore suitable for the purposes of the present study since the study
attempted to describe the relationship between commitment and job performance.
Pearson product moment correlation matrix of the research variables included in the
study is shown in table 4.15. The correlation matrix shows statistically significant
correlations in the expected direction between commitment and job performance.
According to the correlation analysis, affective commitment (p<0.01), normative
commitment (p<0.01) positively correlated and continuance commitment (p< 0.01)

negatively correlated with job performance.

Table 4.15 Pearson Product-Moment Correlation Matrix for All Variables

Variable JP AC NC cC
Code

JP 1.00

AC S46** 1.00

NC Bl L Lk 350** 1.00

cC -.603** =363 -436%** 1.00

** Correlation is significant at the 0.01 level (1-tailed).
JP= Job Performance, AC= Affective Commitment, NC= Normative Commitment, CC=

Continuance Commitment

4.6 Multiple Regression Analysis
Multiple regressions are a multivariate statistical technique. It is used for find the
relationship between dependent and independent variables. It provides a method to

predict the changes in the dependent variable in response to changes in more than one
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independent variable. Hence, it allows the researcher to determine the relative
importance of each predictor as well as to ascertain the collective contribution of the

independent variables (Sekaran, 2003).

Table 4.16: Multiple Regression Results
Predictor Standardized T-Value Significance
Regression
Coefficient
Affective Commitment 0.322 6.919 0.000
Normative Commitment 0.313 7.439 0.000
Continuance Commitment -0.472 -7.624 0.000
Constant 2.848 11.654
R 0.757
R’ 0.573
Adjusted R? 0.569
F 121.818
Significant level 95%

Source: Survey data

The results indicate that an affective commitment (p<0.05) and normative commitment
(p<0.05) have the positively influencing to the job performance. However continuance
commitment has the negatively influencing to the job performance (p<0.05) the beta
coefficient is negative (B=-0.472).

The value of coefficient of determination (R Square) as indicates that almost fifty seven

(57%) of the variance in perceived employees' performance can be accounted for by
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affective commitment, continuous commitment and normative commitment of zonal
education employees in eastern province. The F value is 121 .818, which is significantly at
95% confidential level, which suggests that the three independent variables have
significantly explained 57.3 percent of the variable in the job performance. As shown in
the figure 4.1 and 4.2 indicated the positively influencing with affective and normative
commitment with job performance. Even as figure 4.3 explains the negatively

influencing between the continuance commitment and job performance

Figure 4.1 Relationship between the Affective Commitment and Job
Performance.

Partial Regression Plot
Dependent Variable: Performance
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Source: Survey data

The above figure explains the affective commitment has positive relationship with job

performance in Zonal Education Officers.
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Figure4.2  Relationship between the Normative Commitment and Job
Performance

Partial Regression Plot
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Source: Survey data
As mention above figure 4.2 explains the normative commitment has the positive

relationship with job performance of Zonal Education Officers.

Figure 4.3  Relationships between the Continuance Commitment and Job

Performance
Partial Regression Plot
Dependent Variable: Performance
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Source: Survey data
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Figure 4.3 describes continuance commitment has negative relationship with job

performance of employees in the Zonal Education Officers in Eastern Province.

4.7 Hypothesis testing
4.7.1 Test of hypothesis 1

Hoi: There is no relationship between employee affective commitment and job
performance of Zonal Education Officers in Eastern Province in Sti Lanka.
Hi: There is a positive relationship between employee affective commitment and job

performance of Zonal Education Officers in Eastern Province in Sri Lanka.

Correlation analysis shows a positive relationship between the affective commitment
and job performance (r=0.546 p value 0.000). Hence reject Ho; since r#0, p value is
less than 0.01, that is job performance and affective commitment are positively
correlated at 99% confidential level.

Regression analysis too supports this findings by giving the value of (B=0.322 p value
0.000). Hence reject Ho; since B0, p value is less than 0.05, that is job performance

and affective commitment have a positively influencing at 95 % confidential level.

4.7.2  Test of Hypothesis 2

Hoo: There is no relationship between employee normative commitment and job
performance of Zonal Education Officers in Eastern Province in Sri Lanka.
Hy: There is a positive relationship between employee normative commitment and job

performance of Zonal Education Officers in Eastern Province in Sri Lanka.
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Correlation analysis describes a positive relationship between the normative
commitment and job performance (r=0.593 p value 0.000). Hence reject Hy, since 10,
p value is less than 0.01 that is job performance and normative commitment are
positively correlated at 99% confidential level.

Regression analysis too support this finding by giving value ($=0.313 p value 0.000),
Hence reject Hpy since B#0, p value is less than the 0.05, positively influencing with

normative and job performance at 95% confidential level.

4.7.3  Test of Hypothesis 3

Hos:  There is no relationship between employee continuance commitment and job
performance of Zonal Education Officers in Eastern Province in Sri Lanka.
Hs: There is a negative relationship between employee continuance commitment and

job performance of Zonal Education Officers in Eastern Province in Sri Lanka.

Correlation analysis describes a negative relationship between the continuance
commitment and job performance (r=-0.603 p value 0.00) Hence reject Hys since p
value less than 0.01, that is job performance and continuance commitment are
negatively correlated at 99% confidential level.

In the regression analysis too support the above findings (B =-0.472, p value 0.000).
According to the value reject Hos since p value less than 0.05, continuance commitment

is negatively influencing with job performance at 95% confidential level.
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4.8 Discussion of the results

The study assumed that affective commitment, normative commitment is positively
associated with job performance. And also continuance commitment is negatively
related with job performance. It was examined whether those hypothesized variable are
determinants factors of Zonal Education Officers in the eastern province, the multiple
regression model was employed.

The study focused upon the relationship between the independent variable and the
dependent variable. As noted in the literature, employee commitment contains the
concept of comprising three dimensions: loyalty to the organization, personal
identification and belief in and acceptance of values and goals of the organization. The
cronbach alpa coefficient for affective commitment (alpha=0.941), normative
commitment (alpha= 0.961) and continuance commitment (alpha=0.803). These
variables are indicating a high level of reliability. As discussed in the literature, the
employee job performance has the three dimensions: traits, behaviors and results. The

cronbach alpa coefficient for job performance (alpha=0.954).

According to the related literature, job performance aspects are job knowledge,
cooperation, dependability, interpersonal relations, communication skills, planning
work, organizing work, punctuality, attendance, speed, efficiency achievement,

completion of work on schedule and quality of work (Opatha 2003)

Employee commitment aspects are high level effort, acceptance of job assignment,
preference to work, work to retain, caring about the fate of the organization, express

about organization, feeling of inspiration of the organization, feeling of the quality of
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the organization, feelings of employee’s values and organizational values, feeling of

choice of the organization (Opatha 2003)

It is hypothesized that there is a positive relationship between employee affective
commitment and job performance of Zonal Education Officers in Eastern Province in
Sri Lanka. Correlation analysis shows a positive relationship between the affective
commitment and job performance (r=0.546 p value 0.000) at 99% confidential level.
Regression analysis also support by giving the value of (B = 0.322 p value 0.000) in 95

% confidential level.

The research study support to explain the affective commitment and job performance is
positive relationship. Allen and Meyer (1990) found a significant positive correlation
between the affective and normative commitment scales. Emanuel Camilleri, (2002)
Strong affective commitments are more valuable employees to the organization. Strong
affective employee commitment feels emotional attachment to the organization. Hacket
Bycio and Hausdorf (1998) found that affective commitment to the organization was
positively related to the job performance. John P. Meyer, David J. Stanley, Lynne
Herscovitch and Laryssa Topolnytsky (2002) affective commitment had the strongest
and most favorable correlations with organization-relevant (attendance, performance,

and organizational citizenship behavior).

A number of studies have found a positive relationship between affective commitment
and self reported performance or work effort (Baugh & Roberts, 1994; Bycio, Hackett,

& Allen, 1995; Darden, Hampton & Howell, 1989; Ingram, Lee, & Dkinner, 1989;
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Johnston & Snizek, 1991; Leong, Randall, & Cote,1994; Meyer, Allen, & Smith, 1993;

Randall, Fedor & Longenecker, 1990; Sager & Jonhston, 1989; Sakes, 1995)

It was hypothesized that there is a positive relationship between employee normative
commitment and job performance of Zonal Education Officers in Eastern Province in
Sri Lanka. Correlation analysis explained a positive relationship between the normative
commitment and job performance (r=0.593 p value 0.000) at 99% confidential level.
Regression value too support this by giving value (B = 0.313 p value 0.000) at 95%

confidential level.

The research study support to explain the normative commitment and job performance
is positive relationship. Allen and Meyer (1990) found a significant positive correlation
between the affective and normative commitment scales. John P. Meyer, David J.
Stanley, Lynne Herscovitch and Laryssa Topolnytsky (2002) Normative commitment
was also associated with desirable outcomes. Emanuel Camilleri, (2002) normative
commitment will be positively related to such work behavior as job performance, work

attendance, and organizational citizenship.

It is hypothesized that there is a negative relationship between employee continuance
commitment and job performance of Zonal Education Officers in Eastern Province in
Sri Lanka. Correlation analysis describes a negative relationship between the
continuance commitment and job performance (r=-0.603 p value 0.000) at 99%
confidential level. Regression analysis also support by giving the value of (B =-0.472

p value 0.000) at 95% confidential level.
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This research has highlighted many problems pertaining to employees at various levels.
As for the zonal directors they fail to submit the monthly supervision reports to their
superiors and they show no interest in participating in the computer training
programmes provided to them. The in-service advisors who are supported to supervise
the schools they are responsible for have a tendency to neglect certain schools
especially those in the rural areas. As far as the teachers are concerned although training
is provided to them their performance is not properly evaluated. To make matters worse,
many of the teachers prefer to work in the town leaving the rural schools to face a
shortage of staff. Thus the highest rates of teacher understaffing in rural communities.
As these factors contribute towards a lack of commitment and unsatisfactory job

performance among the employees.

The research results supports to explain the continuance commitment is negative
relationship with job performance. John P. Meyer, David J. Stanley, Lynne Herscovitch
and Laryssa Topolnytsky (2002) Continuance commitment was unrelated or related
negatively. Marthieu and Zajac (1998) have found that affective commitment to the
organization is positively related to the job performance. It was also found that the
relation between continuance commitment and performance was not significant. Mayer
and Schooman (1998) states the relationship between continuance commitment to the

organization and performance was negatively.

Those variables affective commitment, normative commitment and continuance
commitment shows 57.3  percent of the variance in the job performance. Further

research finds the rest of the 42.7 percent of the variance.
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Chapter-5
Conclusion and Recommendations
5.1 Introduction
Chapter five discusses the most salient results emanating from the results obtained in
the study. Conclusions are drawn based on the obtained results and integrated with
existing literature. Moreover, practical implications of the research findings are

highlighted and recommendations for future research are outlined.

5.2 Conclusion

Employee commitment has long been a focus of study for those interested in the design
and management of organizations. Positive benefits of a committed workforce are
recognized as an important determinant of organizational effectiveness. This study was
primarily done to understand effects of Zonal Education Officers commitment on their

job performance.

The main objectives of this study are to find out the relationship between employees
commitment and job performance, to examine the impact of the different level of
commitment on job performance and to recommend suitable strategies to improve the
job performance through employee commitment. The dimensions of measuring the
employee commitment through the affective, normative and continuance commitment.
Dimensions and aspect of the job performance are traits, behavior and results. The data
were collected from a randomly selected 276 respondents from the zonal education

offices by administrating the structured questionnaire.
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The results indicated that the affective commitment (p<0.5), normative commitment
(p<0.5) are positively associated with the job performance at 95% confidential level.
Continuance commitment is (p<0.5) negatively correlated at 95% confidential level in

the job performance of public sector organizations.

This study mainly identifies the impact of affective commitment, continuous
commitment and normative commitment on employees’ job performance. Correlation
analysis showed that all three dimensions of organizational commitment had a
significant relationship with perceived employees performance in this study. Regression
analysis identified that almost 57.3 percent of the variance in perceived employees
performance are due to affective commitment, continuous commitment and normative
commitment. Regression analysis also found that affective commitment and normative
commitment are strong predictors of employees job performance. Further research finds
the rest of the 42.7 percent of the variance in the direction. This study would help the
educational department employees to increase the employee commitment and job

performance of their jobs.

5.3 Recommendations

Based on the research finding the following suggestions could be made for improving
the job performance through the employee commitment in the Zonal Education Officers

in Eastern Province in Sri Lanka.

Low commitment of employees may lead to negative results and undermine the normal
functioning of an organization or, at any rate, decrease the effectiveness of work of

employees considerably. The low employee commitment has a number of disadvantages
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which deteriorate the work of each employee and the entire organization. To put it more
precisely, low commitment leads to the low level of interest of employees in their work.
Consequently, if employees are not sufficiently interested in their work they will
naturally work worse than they can. In other words, the low commitment decreases the
effectiveness and productivity of work for employees are not really interested in their
work and its outcomes. Naturally, in such a situation, they can hardly be interested in a

positive performance of the organization they work at.

Mintzberg (1996) argues that control in the public sector is normative and it is attitudes
grounded in values and beliefs that matter. He holds that there is no substitute for
human dedication and an organization without human commitment is like a person
without a soul. This, he states, is particularly true for what he terms client-oriented
services “such as health care and education, which can never be better than the people

who deliver them”.

Zonal Education Officers were discussed in this research has different motivational
needs such as work itself, achievement, responsibility, recognition and advancement,
factors that generally cause a deep commitment to Job performance for most employees.
Achievement is a very important variable in employees’ commitment. This achievement
brings to the workers feeling that he has done something of which he or she could
naturally be proud of. Superior might also decide to make use of awarding system to
recognize those employees who perform their job well. One would feel highly satisfied
when he or she obtains a reward for their hard work and outstanding performance with

innovation.
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Encourage the Zonal Education Officers to improve their skill development. The
development of generic skills that is necessary for effective functioning in personal life,
inter-personal relationships, employment/economic activities and society. Examples of
such skills are critical and divergent thinking, creativity, initiative, leadership, problem
solving, decision making, responsibility and team work. These are the products of the

totality of the education process.

To provide the job satisfaction reflects individual’s immediate reactions to the job.
These reactions influence the development of the individual’s commitment to the
organization after forming comprehensive valuations of the employing organizations, its
values, expectations and one’s own future in it. Workers who are more satisfied with

their jobs are more committed with high level of job performance in their organizations.

Working condition is important factor impact on the employee’s job satisfaction and
commitment.  Organization wants to create the peaceful environment to their

employees, it useful to increase the organizational commitment.

Provide the bank loan facilities to staff, it will more helpful to purchase the motorbike in
loan basis, it may reduce the transportation difficulties and leads to the employee

commitment at work.

To provide adequate training zonal directors, principals and teachers should form an
integral part of a package of sound personnel development and placement policies.
Increase the training program are helped to increase the commitment in their job of
employees. Employees should be trained to the present situation, according to the

information technology for help to increase the job knowledge, introduce internet
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section for search information. Indeed, providing sufficient promotion and posting to
employees would significantly increase the job satisfaction because promotions reflect

valued signals about a person’s self-worth.

To provide the adequate transport facilities and quarters to teachers and principals in the

rural area. It will help to increase the commitment and job performance.

5.4 Implication

This research has a number of important implications in relation to the zonal education
officers in the eastern province of Sri Lanka. About 68 teachers (Ministry of education,
Trincomalee 2009) are working on a reemployment basis in the Eastern Province. Some
zones have acting zonal directors such as muthur, batticaloa, kalmunai and kalkuda. As
a result there is an additional work load to the employees. Therefore the activities of the
education department seem to be solely dependent on the younger generation. This
will probably help to increase the commitment and job performance, which is a positive

sign.

Overall, this research provides some guidance to researchers, public sector officials, and

others to improve their job performance through employee commitment.

Employee commitment is one of important factors to boost job performance in
workplaces. It is suggested that high quality performance can be facilitated through the

development of higher employee commitment.

-End-
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Appendix-1
Questionnaire
Mrs.P.Subathini,
M.Sc. (Management) Program,
Faculty of Graduate Studies,

University of Sri Jayewardenepura, Nugegoda.

Sri Lanka.

Dear Sir/Madam,

I’'m M.Sc student of University of Sri Jayewardenepura, I engage on a research titled
“The Relationship between the Commitment and Job Performance of Employees in the
Public Sector Organizations: The Study based on the Zonal Education Officers in the
Eastern Province in Sri Lanka.” as a partial fulfillment of the Master of Science in
Management (M.Sc) Degree. This study is mainly for the academic purpose and the
information furnished would be treated confidentially. I would be very much grateful if

you kindly fill the questionnaire and hand over to me.

Yours Faithfully

P.Subathini

(A student of M.Sc programme)
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A. Personal Information

1. Sex (Mark “X” Appropriately)

1 | Male
Female

2. Age

Less than 30 years
30-35 year
36-40 year
41-45 year
46-50 year
51-55 year
56-60 year
More than 60 year

R Q[N N ||~

3. Marital Status

1 | Married
2 | Unmarried
3 | Divorce

4 | Separate

4. Occupation

1 | Advanced Level
Teacher

2 | Principal

3 | Zonal director

5. Type of School

1 IAB
2 IC

6. Distance from your home to work organization (Km)

1 Less than Skm

2 5-10 km

3 11-15km

4 16-20km

5 21-25km

6 More than 25km
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7. Mode of transportation

1 Walk

2 Bicycle

3 Motor bike

4 Bus

5 Train

6 (8175, .

8. Educational Qualification and Designation-Services

Educational . =
n . Services o
Qualification S
—
S
3 8
= e
Designation 8
Q
8 E
g = — N .g
[ v @ @ T = =5 3
° E g &m“ N2 S S 2 9 v » 5 =
ol = 2] o I 25 5 - -~ - (- = 2 g
= T 9 - | | | BB s (S il e 8 o) gl =
Al d =S|l A a @ a ;& Q O
Teacher
(for A/L
Students )
Principal
Zonal director

9. Work experience

Less than 5 year

05-10 year

11-15 year

16-20 year

21-25 year

A Dn|[PH WIS —

More than 25 year

10. Working Zonal Education Offices in District

1

Trincomalee

2

Batticaloa

3

Ampara
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11. Working Zonal Education Offices in Zones.

Zones
Trincomalee Kalmunai
Muthur Akkaraipattu
Kantale Sammanthurai
Batticaloa Ampara
Kalkudah Mahaoya
Paddiruppu Dehiattakandiya
Batticaloa central

B. Employee Affective Commitment
Please mark ‘x’ in the appropriate box of the following questions

s b B

Strongly Disagree
Disagree

Neither Disagree/Agree
Agree

Strongly Agree

Item

I feel a sense of belonging to my organization

I feel emotionally attached to this organization

I feel I'm a part of the family at my organization

AN

This organization has a great deal of personal meaning for
me

I enjoy discussing my organization with people outside it

I'm extremely glad that I chose this organization to work

My values and the institute’s values are very similar

I would like to work for this institute for the long term

I would accept almost any type of job assignment

=000 |\ |Wn

This organization really inspires the very best in me in the
way of job performance.
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C. Employee Normative Commitment

Please mark ‘x’ in the appropriate box of the following questions

1. Strongly Disagree
Disagree

Neither Disagree/Agree
Agree

Strongly Agree

i i 12

Item

I feel an obligation to remain with my current employer

This organization deserves my loyalty

I feel dedication gratifying

AW -

I would give advance notice if I took a job with another
institute

(9]

I believe people who have been trained in a profession have
responsibility to stay

I would not leave my organization right now

[ would transfer to another location if they like

I volunteer to do extra tasks that are not required by my job

O (00|

[ don’t support organizations who compete with this
organization

I owe a great deal to my organization

D. Employee Continuance Commitment

Please mark ‘x’ in the appropriate box of the following questions

1. Strongly Disagree
2. Disagree
3. Neither Disagree/Agree
4. Agree
5. Strongly Agree
[tem

Staying in this institute is a matter of necessity as much as I
desire

2 | I feel very little loyalty to this organization

3 | I'm not afraid of what might happen if I quit my job without
having another one

4 | I sometimes dissatisfied with occupation

5 | If I could go into a different profession other than the current
profession, which paid the same, I would probably take it

6 | Ilike to change my profession

7 | There are no pressure to continue to do the work

8 | I feel that I have more options to consider leaving my
organization

9 | I feel my educational qualification is not relevant to my job

10 | I don’t have any personal development in this work
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E. Employee Job Performance

Please mark ‘x’ in the appropriate box of the following questions

1. Strongly Disagree

2. Disagree

3. Neither Disagree/Agree
4. Agree

5. Strongly Agree

Item

I work in a methodical way

I have received training relevant to the job

I finish my work on time

I try to achieve all the organizations goals

My subordinates are corporate to share the work

I motivate the subordinate to do the work effectively

I do every thing with a preplanned manner

I communicate openly and honesty with others

I always update the job knowledge and skills

— (O |0|Q|AN|[Nn|Hh[WIN|—

I take decisions based on the subordinate suggestions
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Appendix II

Frequency Table
Table 2.1 Sex
Cumulative
Frequency Percent Valid Percent Percent
Valid Male 131 47.5 475 47.5
Female 145 52.5 52.5 100.0
Total 276 100.0 100.0
Table 2.2 Age
Cumulative
Frequency Percent Valid Percent Percent
Valid <30 29 10.5 10.5 10.5
30-35 31 11.2 11.2 21.7
36-40 30 10.9 10.9 326
41-45 58 21.0 21.0 53.6
46-50 57 20.7 20.7 74.3
51-55 40 14.5 14.5 88.8
56-60 30 10.9 10.9 99.6
>60 1 4 4 100.0
Total 276 100.0 100.0
Table 2.3 Marital Status
Cumulative
Frequency Percent Valid Percent Percent
Valid  Married 222 80.4 80.4 80.4
Single 54 19.6 19.6 100.0
Total 276 100.0 100.0
Table 2.4 Occupation
Cumulative
Frequency Percent Valid Percent Percent
Valid  A/L teacher 200 72:5 725 72.5
Principal 70 254 254 97.8
Zonal director 6 2.2 2.2 100.0
Total 276 100.0 100.0
Table 2.5 School Type
Cumulative
Frequency Percent Valid Percent Percent
Valid 0 6 2.2 2.2 22
1AB 148 53.6 53.6 55.8
1C 122 44.2 442 100.0
Total 276 100.0 100.0

Note- 0 indicates the six zonal directors
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Table 2.6

Distance from home to organization

Cumulative
Frequency Percent Valid Percent Percent
Valid <5 112 40.6 40.6 40.6
5-10 85 30.8 30.8 71.4
11-15 62 225 22,5 93.8
16-20 13 47 4.7 98.6
21-25 2 74 i 99.3
>25 2 7 100.0
Total 276 100.0 100.0
Table 2.7 Mode of transportation
Cumulative
Frequency Percent Valid Percent Percent
Valid  Walk 24 8.7 8.7 8.7
Bicycle 32 11.6 11.6 20.3
Motor bike 84 30.4 30.4 50.7
Bus 96 34.8 34.8 85.5
Train 23 8.3 8.3 93.8
Others 17 6.2 6.2 100.0
Total 276 100.0 100.0
Table 2.8 Educational Qualification
Cumulative
Frequency Percent Valid Percent Percent
Valid  Diploma 13 4.7 4.7 4.7
PGDM 39 141 141 18.8
Degree 172 62.3 62.3 81.2
Master degree 52 18.8 18.8 100.0
Total 276 100.0 100.0
Table 2.9 Services
Cumulative
Frequency Percent Valid Percent Percent
Valid  Non applicable 176 63.8 63.8 63.8
SLEAS Il 6 22 22 65.9
SLPS 1I-2 11 4.0 4.0 69.9
SLPS 1 7 25 25 72.5
SLPS II-1 49 17.8 17.8 90.2
SLTS 27 9.8 9.8 100.0
Total 276 100.0 100.0
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Table 2.10

Work Experience

Cumulative
Frequency Percent Valid Percent Percent

Valid <5 42 15.2 15.2 15.2
05-10 58 21.0 21.0 36.2
11-15 46 16.7 16.7 52.9
16-20 51 18.5 18.5 71.4
21-25 45 16.3 16.3 87.7
>25 34 12.3 12.3 100.0
Total 276 100.0 100.0

Table 2.11 Working zonal education offices in districts
Cumulative
Frequency Percent Valid Percent Percent

Valid  Trincomalee 62 225 22.5 22.5
Batticaloa 107 38.8 38.8 61.2
Ampara 107 38.8 38.8 100.0
Total 276 100.0 100.0

Table 2.12 Working zonal education offices in zones
Cumulative
Frequency Percent Valid Percent Percent

Valid Trincomalee 27 9.8 9.8 9.8
Muthur 27 9.8 9.8 19.6
Kantale 9 3.3 3.3 22.8
Batticaloa 31 11.2 1.2 34.1
Kalkudah 9 3.3 3.3 37.3
Paddiruppu 52 18.8 18.8 56.2
Batticaloa central 14 51 5.1 61.2
Kalmunai 31 11.2 11.2 72.5
Akkaraipattu 25 9.1 9.1 81.5
Sammanthurai 14 5.1 5.1 86.6
Ampara 23 8.3 8.3 94.9
Mahaoya 6 2.2 2.2 97.1
Dehiattakandiya 8 29 2.9 100.0
Total 276 100.0 100.0
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Bar chart
Figure 2.1 Sex
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Figure 2.3 Marital Status
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Figure 2.4  Occupation
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Figure 2.5 School Type
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Figure 2.6 Distance from home to organization
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Frequency

Frequency

Figure 2.7  Mode of transportation
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Figure 2.8 Educational Qualification
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Figure 2.9
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Figure 2.11 Working zonal education offices in districts
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Figure 2.12  Working zonal education offices in zones
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Multiple Regression Analysis

Variables Entered/Removed (b)

Variables Variables
Model Entered Removed Method
1 Continuance,
Affective, Enter
Normative(a)

a All requested variables entered.
b Dependent Variable: Performance

Model Summary(b)
Std.  Error
Mode Adjusted | of the
1 R R Square | R Square | Estimate
1 757(a) | .573 569 .54509

a Predictors: (Constant), Continuance, Affective, Normative
b Dependent Variable: Performance

ANOVA(b)
Mode Sum of Mean
] Squares | df Square F Sig.
! gegres‘s‘o 108.586 |3 36.195 121.818 | .000(a)
Residual | 80.818 | 272 297
Total 189.404 | 275

a Predictors: (Constant), Continuance, Affective, Normative
b Dependent Variable: Performance
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Coefficients(a)

Mode Unstandardized Standardized

] Coefficients | Coefficients
Std. t Sig.

B Error Beta

1 (Constant) |2.848 244 11.654 .000
Affective 322 .046 302 6.919 .000
Normative |.313 .042 336 7.439 .000
gontmuanc 472 | .062 -346 -7.624 | .000

a Dependent Variable: Performance

Histogram

Dependent Variable: Performance
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Performance

Normal P-P Plot of Regression Standardized Residual

Dependent Variable: Performance
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Performance

Performance

Partial Regression Plot

Dependent Variable: Performance
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