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Abstract 

This study investigated the relationship between job satisfaction, job involvement, and 

organisational commitment among lower-level employees in the South African motor-car 

manufacturing industry as represented by o,ne such company - Mercedes Benz South Africa -

situated in East London, South Africa. Job satisfaction and job involvement were used as 

independent variables in the study while organisational commitment was used as the dependent 

variable. Data was gathered from a random sample of 100 lower-level employees of the 

company· concerned. A questionnaire consisting of four-parts was used for data collection. To 

gather biographical and occupational data, a self-designed 40-item questionnaire was used To 

measure job involvement, Kanungo 's (I 982) 10-item 5-point rating scale was used. To measure 

job satisfaction, Halpern 's (1966) 10-item 7-point rating scale was used To measure 

analysis was done by means of variou SJ.:'1ll.ls-~~t:eai.n,m ues, including the Pearson Product 

Moment Correlation Technique and Analysis. The results indicated that 

tho~gh both job satisfaction and job involv ·e strongly associated with organisational 

commitment, job satisfactionlJ!Yu~l:}~t¼t9!~PJ:tJi~ariance in organisational 
. Together zn Excellenc.e 

commitment than job involvement. Intrinsic job satisfaction, extrinsic job satisfaction, and 

overall job satisfaction were found to be significantly and highly intercorrelated, an indication 

that they are all equally associated • with organisational commitment. The paper therefore 

recommends that · managers must do all in their power to promote job satisfaction and job 

involvement in their companies, but especially job satisfaction. 
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Chapter 1 

Introduction and problem statement 

1. Introduction 

UtJWEf1SITY OF FORT HARE 
HOWARD PIM LIBRARY 

PRIVATE BAG X1322 
ALJCE 5700 

There is much research and anecdotal evidence suggesting that organisational commitment leads 

{ anisational success and efficiency-

or lack thereof - such as absenteeism, 1 d productivity (Mowday, Steers & 

to know what variables lead to or organisational commitment. Such 

knowledge would enable thee DJ~~~•$]! f c eF '.N-2!"-A--"~- are conducive to the 
Toaether in Excellence 

development of such antecedents of orga'fiisational commitment in their organisations. This study 

seeks to investigate the role of job satisfaction and job involvement as such as antecedents of 

organisational commitment. 

Organisational commitment can be defined as an employee's psychological ·attachment to the 

organisation (Organisational Commitment Wikipedia, 2008). It can be measured by the 

following · factors: identification with the goals and values of the organisation, the desire to 

belong to the organisation and the willingness to display effort on behalf of the organisation. 

Maxwell and Steele (2003) carried out a study to identify the determinants of organisational 

commitment and its effects in the organisation. 



 

 

The results suggested that organisational commitment is determined by job characteristics such 

as the job scope and work experiences such as rewards and employee importance. The findings 

further · suggested that organisational commitment was positively • related to employee 

performance. 

Organisational commitment has been one of the most widely researched areas in the field of 

management in relation to different job-related variables but in South A frica very few studies 

commitment among employees but the pr s 

involvement and job satisfaction on organ s 

. considered to be one of the most important a 

on investigating the impact of job 

ent. Organisational commitment is 

tcomes of human resource strategies. 

Furthermore employee commQ • V 1s • s t.Ul< L/J,/,JL.AL J'J.J.l..., achieving competitive 
Together in Excellence • 

performance (Sahnawaz & Juyal, 2006). A significant relationship has been identified between 

job satisfaction and organisational commitment (Narimawati, 2007). Samad (2007) also tried to 

determine the level of influence job satisfaction facets will have on organisational commitment. 

Job satisfaction, on the other hand, can be defined as · a pleasurable feeling that results from the 

perception that one's job fulfils or allows for the fulfilment of one's important job values 

(Wagner & Hollenbeck, 1998). It is more of an attitude that an employee possesses, which 

reflects how content an individual is with his or her job. Job satisfaction is of great importance 

because it seems to affect overt organisational behaviour. 



 

 

According to Baron, Bryne, Nyler & Branscombe (2006), studies have generally indicated a low 

to moderate inverse relationship between job satisfacti~n and employee absence and turnover. 

This implies that the lower an individual's satisfaction with his/her job, the more likely is that 

person to be absent from work or to resign and seek other job opportunities. 

Finally, job involvement refers to how people perceive their jobs in relation to (i) the working 

environment, (ii) the job itself, and (iii) how their work and life are integrated (Hirchfeld & 

purpose, alienation in the organisation or 

individual is personally involved with his or 

loyees' feelings of alienation of 

between what the employees see 

e defined as the extent to which an 

(wikianswers.com). Kanungo (1982) 

views job involvement as a cocrnlffi1Tji?"Vi..,.)~~.li,2_""1:J~~~:,1r 1~~Mfott1JtvJililrJl?Jf~fraJ·r6lientification with one's 
Toaether in Excellence 

job. In other words, this approach suggests that an individual's psychological identification with_ 

a particular job depends on the saliency of his or her needs and the perceptions he or she has 

about the need satisfying potentialities of the job (Kanungo, 1982). 

Brown (1996) argues that job involvem_ent will be highest when the work environment: makes 

one believe that one's work is meaningful; offers control over how work is accomplished; 

maintains a clear set of behavioural norms; makes feedback concerning completed work 

available; and provides supportive relations with supervisors and co-workers. Many theorists 

have hypothesized that highly involved employees will put forth substantial effort towards the 

achievement of organisational objectives and are less likely to turnover. 



 

 

Argyris (1957) and McGregor (1960) saw job involvement as a means of aiding productivity and 

of creating work situations in which there would be better integration of individual and 

organisational goals. Marcson (1960) presented an argument and findings suggesting that one of 

the best ways to increase productivity in organisations was to provide employees with jobs that 

are more demanding and challenging. Recent studies of job involvement show that such 

involvement enhances_ the individual's satisfaction, while at the same time increasing 

productivity for the organization (Hall & Lawler, 2000). 

This study is aimed at investigating t tween job involvement and job 

satisfaction on the one hand and organi atl~~ iS~mi'~Je t on the other. The independent 

variables are job involvement and job satisfact10n w ereas organisational commitment is the 
• • University of Fort Hare 

dependent variable. Recent research t8/f ~lfJ!rg,_'W .i1Jb~lf 31-IEee and significant relationship 

exists between job involvement and job satisfaction on the one hand and organisational 

commitment on the other (Sahnawaz & Juyal, 2006). These authors further contend that, 

although both independent variables are strongly associated with organisational commitment, the 

impact of job satisfaction on organisational commitment is relatively stronger than that of job 

involvement. The focus of this study is to investigate this further. 



 

 

~-1 Statement of the problem 

Assuming that management have been using the independent variables mentioned below, the 

fundamental questions that need to be addressed then are: does job satisfaction and job 

involvement have a negative or a positive impact on organisational commitment? The economic 

woes which afflicted South Africa recently have made it impossible for many organisations to 

take significant strides in their drive towards achieving organisational excellence. Many 

organisations are struggling to survive th 

unhappy with their current situation and 

remuneration levels 

• c environment. Many employees are 

should they get an alternative job 

benefits (Financial Gazette, 24 Jan 

2009). University of Fort Ha.re 
Together in Excellence 

According to Robert (1997:248) labour turnover is positively related to job dissatisfaction and is 

costly to an organisation. Such costs include that of recruitment, training of new employees, high 

scrap and waste rates as well as • high accident costs for new employees. Job dissatisfaction 

manifests itself in the form of labour turnover in many organisations; hence, it is likely to have 

negative implications for organisational commitment, a factor identified as critical to 

organisational success". 

According to Werner (2007:335) only satisfied employees seem more likely to display positive 

behaviour that contributes to the overall functioning of the organisation. In this regard, 

management in organisations must be more concerned with the extent to which their employees 



 

 

experience job satisfaction and are involved in their jobs. Organ, Podsakoff and McKenzie 

(2005:55) state that the ability of . an organisation to innovate and successfully implement 

business strategy and to achieve competitive advantage depends on how much employees are 

involved in their jobs and are satisfied in doing their jobs. 

1.2 Purpose of the study 

The main objective of this study was to investigate the relationship between job involvement and 

job satisfaction on organisational commit 

South Africa (MBSA) in East London, So t 

of the motor-car manufacturing industry in 

level employees at Mercedes Benz 

o pany was used as a representative 

This study seeks to answer the flilliiwl~ll1S~iol~:Of F Ort Hare 
Toaether in Excellence 

Is there an association between job involvement and organisational commitment? 

Is there an association between job satisfaction and organisational commitment? 

What is the relative strength of the association of each of the two independent variables 

Gob involvement and job satisfaction), on the one hand, and organisational commitment, 

on the other hand? 

What is the combined strength of the association of the two variables as factors that 

explain the variance in organisational commitment? 



 

 

1.3 Hypotheses 

The hypotheses of this study are as follows: 

Hypothesis 1 

H0: Job satisfaction is not significantly positively associated with organisational commitment. 

H1-: Job satisfaction is significantly positively associated with organisational commitment. 

Hypothesis 2 

H0: Job involvement is not significantly po • 

H1: Job involvement is significantly positi I 

ith organisational commitment. 

organisational commitment. 

Hypothesis 3 
University of Fort Hare 

Together in Excellence 

H0: There is no additive effect between job satisfaction and job involvement whereby the two put 

together account for a higher proportion of variance iri organisational · commitment than each of 

them separately. 

H1: There is an additive effect between job satisfaction and job involvement whereby the two put 

together account for a higher proportion of variance_ in organisa~ional commitment than each of 

them separately. 



 

 

1.4 Significance of the study 

Establishing a link . between job involvement and job satisfaction, on the one hand, and 

organisational commitment, on the other, could be to the benefit of organisations as management 

could put in place human resources practices that increase the levels of job involvement and job 

satisfaction among employees and hence impact positively on their commitment to the 

organisation. The results of this study will show whether job satisfaction and job involvement 

have an impact on organisational co 

improve organisational commitment, the 

Research has shown that job involvement 

organisations such as low 

e managers would know that to 

satisfaction and job involvement. 

o may result in positive outcomes in . 

among employees 

(Robbins, 2005:3). University of Fort Hare 
Together in Excellence 

This study aims to determine the relationship between.job involvement and job satisfaction, on 

the one hand, and organisational commitment on the other. Organisational commitment has been 

identified as critical for organisational success. Koys (2001) contends that organisational 

commitment is very vital to the survival of many organisations. It maximizes _the efficiency and 

productivity of both the employees and the organisation, which ultimately contribute to the 

effective functioning of an organisation. 



 

 

1.5 Delimitation of the Study 

Given the logistical constraints such as shortages of resources and time to mention a few, the 

study will focus only on Mercedes Benz South Africa in East London, Eastern Cape Province as 

a representative of the entire motor industry. The study will only consider non-managerial 

employees -both male and female. 

1.6 Definitions and terms 

1.6.1 Job satisfaction can be defined as 

that one's job fulfils or allows for the 

Hollenbeck, 1998). 

1 ng that results from the perception 

' important job values (Wagner & 

University of Fort Hare . 
1.6.2 Job involvement refers to h /j - ~,P ffi • ~es in relation to the ':"orking 

environment, the job itself, and how their work and life are integrated (Hirchfeld & Field, 2000). 

1.6.3 Organisational commitment can be defined as an employee's psychological attachment to 

the organisation (Organisational Commitment Wikipedia, 2008) 

1. 7 Outline of the dissertation 

The chapters 2, 3, 4 & 5 will provide a comprehensive discussion of job involvement, job 

satisfaction and organisational commitment with referenc{? being made to the paucity of research 

on the relationship between these three variables. Definitions of job satisfaction, jo}? involvement 

and organisational commitment are provided as well as theories of job satisfaction, and job 

involvement and determinants of organisational commitment and job satisfaction are discussed 



 

 

Chapter six provides an outline of the research methodology _employed in the investigation in this 

study. The sample, sampling method, measuring instrument, procedure for data collection and 

statistical techniques utilized are described. 

Chapter seven focuses on the results obtained based on the statistical analyses conducted to test 

the hypotheses. 

Chapter eight: While the previous chapter 

will discuss the results in relation to t e 

limitations of the study were highlighted an 

ts of the data analyses, this chapter 

previous research findings. The 

made. University of Fort Hare 
Together in Excellence . 

1.8 Concluding remarks 

The chapter introduced and outlined the background of the study. It also clarified the problem 

statement, significant of the study and the objectives of the study h~ve been put forward. In 

addition, the hypothesis has been formulated. Therefore, from this point to the next chapter this 

will be a review of related literature. 



 

 

Chapter 2 

Literature review 

fhe concept of job involvement 

?. Introduction 

Over the years, the concept of job involve 

of its supposed pivotal role in providin 

employee needs. and the quality of work lifi 

• ng steadily in importance because 

productivity on the one hand and 

gyris (1957) and McGregor (1960) 

saw job involvement as a mea fi1~Mf~1[)f'Faff ~lfework situations in which 

there would be better integration bi ain atf.wrnu:t~6onal goals. -Marcson (1960) 

presented an argument and findings suggesting that one of the best ways to increase productivity 

in organisations was to provide employees with jobs that are more demanding and challenging. 

Recent studies of job involvement show that such involvement enhances the individual's 

satisfaction, while at the same time increasing productivity for the organisation. 

This ch.apter reviews literature related to the concept of job involvement. It will give an overview 

of what the term job involvement means. Various definitions from different scholars will be used 

• to explain this phenomenon. The chapter will also discuss theories that seek to explain the 

concept of job involvement. The chapter will also examine factors that influence job 

involvement, and the consequences of job involvement will also be discussed at the end of this 

chapter. 



 

 

2.1 Definition of job involvement 

Job involvement is how people see their jobs as both a relationship with the working 

environment, and the job itself arid how.their work and life are integrated (Hirchfeld and Field, 

2000). Having low involvement contributes to employees' feelings of alienation of purpose, 

alienation in the organisation or feeling of separation between what the employees see as their 

"life" and the job they do. Job involvement can also be defined as the extent to which an 

individual is personally involved with 

involvement as a cognitive or belief state 

job depends on the saliency of his or her nee 

ole. Kanungo (1982) defined job 

entification with one'sjob. In other 

rceptions he or she has about the need 

satisfying potentialities of the j )of Fort Hare 
Together in Excellence 

O'Reilly and Chatman (1986) reported that job involvement is a consequent outcome of 

psychological commitment to an organisation. Job involvement is included in a category of 

dependent variables that are relevant to organisational commitment. There are certain types of 

positive involvement which contribute to the definition of job involvement. They are conformity, 

flexibility, motivation and acceptance of organisational policies demonstrated through obedience 

in employee relationships. 

Job involvement involves the internalization of values about the goodness of work or the 

importance of work in the worth of the individual (Lodahl & Kejner,' 1965). As such, individuals 

· who display high · involvement in their jobs consider their work to be a very important part of 

L112U 



 

 

their lives and whether or not they feel good about themselves is closely related to how they 

perform on their jobs. In other words, for highly involved individuals performing well on the job 

is important for their self-esteem (Lodahl & Kejner, 1965). Because of this, people who are high 

in job involvement genuinely care for and are concerned about their work (Kanungo, 1982). 

The construct of job involvement is somewhat similar to organisational commitment in that they 

are both concerned with an employee' s identification with the work experience. However the 

constructs differ in that job involvement is 

immediate work activities whereas organi 

organisation (Brown, 1996). It is possible, 

not be committed to the organisation or vice 

University of Fort Hare 
Toaether in Excellence 

Studies over the past two decades, whicn have explored the construct of job involvement, have 

approached it from two different perspectives (Sekeran, 1989; Sekeran & Mowday, 1981). First, 

when viewed as an individual difference variable, job involvement is believed to occur when the 

possession of certain needs, values or personal characteristics predispose individuals to become 

more or less involved in their jobs. For instance, Rabinowitz and Hall (1977), in their review of 

literature on job involvement, found that individual characteristics such as age, education, sex, 

tenure, need strength, level of control and values were linked to job involvement. 

The second perspective views job involvement as a response to specific work situation 

characteristics. In other words, certain types of jobs or characteristics of the work situation 

influence the degree to which an individual becomes involved in his or her job. For example, 



 

 

research has demonstrated that job involvement has been related to job characteristics such as 

task autonomy, task significance, task identity, skill variety and feedback and supervisory 

behaviours such as leader consideration, participative decision making and amount of 

communication (Brown, 1996). 

Fostering job involvement is an important organisational objective because many researchers 

consider it to be a primary determinant of organisational effectiveness (Pfeffer, 1994) and 

individual motivation (Hackman & Lawl , 

that being immersed in one' s work increa e 

performance and other relevant outcome 

2002). 

s stem from the theoretical notion 

ocesses which in turn influence job 

d absenteeism (Diefendorff et al. , 

University of Fort Hare 
Together in Excellence 

Good management has the potential for creating high morale, high productivity, and a sense of 

purpose and meaning for the organisation and its employees. Managers who are serious about the 

satisfaction of workers can also take deliberate steps to create a stimulating working 

environment. One such step is job involvement, which is a deliberate upgrading of responsibility, 

scope and challenge in the work itself. It usually includes increased responsibility, recognition 

and opportunities for growth, learning and achievement. Robbins et al. (2003) argue that 

restructuring work by making it more interesting and challenging increases job satisfaction. In 

line with this argument, Hitt, Miller and Colella (2006) argue that the task itself is the key to 

employee motivation and satisfaction. Specifically, a boring and monotonous job stifles 

motivation to perform well, whereas challenging jobs enhance satisfaction. 



 

 

Hitt et al. (2006) further contend that there are three ingredients to a more challenging job which 

are variety, autonomy and decision authority. Hitt et al. (2006) also argue that two popular ways 

of adding variety to routine jobs are job enrichment and job rotation. Job rotation and job 

enrichment keep employees from complacency and reduce boredom. Stimulating the human 

mind through the diversity of challenges is a sure way to bring to the forefront its creative 

instincts and .take the individual and organisational performance to a higher level. Thus managers 

need to take innovative steps to make the working environment more interesting through 

organisational performance. 

2.2 Theory of job involvement 
University of Fort Hare 

Together in Excellence 
2.2.1 Theory of job alienation 

Blauner (1964) and Kanungo (1982) conceive of job involvement as the obverse of job 

alienation, that is, job alienation occurs where job involvement is lacking. Blauner (1964) puts 

the matter as follows: "Alienation exists when workers ..... fail to become involved in the activity 

of work as a mode of personal self-expression". According to Blauner's (1964) theory, there are 

four sources of alienation in modem industry of which the meaninglessness of work, that is, lack 

of job involvement is one. The other three are as follows: 

Powerlessness. "A person in modem industry is ... an object controlled and manipulated 

by other persons or an impersonal system such as technology, and ... cannot assert 

himself as a subject to change or modify this domination" (p.16). 



 

 

Lack of integration and membership in industrial communities. Blauner (1964) cites 

Emile Durkheim's concept of anomie or normlessness resulting from the breakup of 

integrated communities. According to Durkheim, this is a common feature of modem 

society. It results from industrialisation and urbanisation, which uproot people from their 

traditional communities that provide stability and security. 

Self-estrangement, which is a sense of "depersonalised detachment" that may result from 

the powerlessness and lack of involvement/engrossment in job activities. Self-

estrangement results in heightene 

present; it is involvement. Aliener 

ctivity consists of immersion in the 

ot free, spontaneous activity but is 

compulsive and driven by necessity. lii -alienated activity the rewards are in the 
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activity itself; in alienated- tes t y ar.e 1 ~_gelyz-.extrinsic to the activity, which has oge er zn xcei Lenee 
become primarily a means to an end" (p.27). 

Blauner's theory of alienation, especially as far as it related to meaninglessness and self-

estrangement, is therefore the key theoretical background for any work on job involvement. 



 

 

2.3 Factors that influence job involvement 

The following section discusses factors that influence job involvement. 

2.3.1 Peer relationships 

Peer relationship become more important as people deal with complex work that requires team 

work. Research indicates that older youths interact with peers more frequently and longer than 

young people have difficulties in developi 

to develop high quality peer relationships 

employees engage in aggressive behaviou 

degrees of loneliness and depr 

friendships, it is therefore important 

oor peer relationships will make the 

1993). It is exhibited in higher 

workers should have greater job involvement than younger workers because of the presumably 

greater importance placed on the value of work in earlier decades (Cherrington, 1980). 

Past reviews of the work orientation literature (Rabinowitz & Hall, 1977; Rhodes, 1983) 

revealed a continuing controversy over the malleability of persons over time. One perspective 

views job involvement as a function of socialisation experiences occurring before entry to the 

labour force. 



 

 

2.3.2 Adherence to the protestant work ethic 

The importance attached to the job is considered to be fairly stable in adulthood, unaffected by 

working conditions (Dubin, 1956). Accordingly, people who internalise protestant work ethic 

values at an early age will be more involved in their jobs irrespective of their situational 

contexts. It has been argued that today's older workers should have greater job involvement than 

younger workers because of the presumably greater importance placed on the value of work in 

earlier decades (Cherrington, 1980). 

2.3.3 The nature of the work situation 

A contrasting position is represented by Vr 

setting will exert an importan 11· U,U).e~~ 

implies that psychological involvernc,•U"'--1-r.nL- n«,U>Yr 11t1. 

o argues that the nature of the work 

mtJ~.{l.t11IIJll~oe:s-.~nd values. This position 

n response to changing work 

attributes over the course of the career. Adherents of this job situation explanation assume that 

people will be more satisfied and involved in their work roles the greater the available, or 

potential, occupational rewards. Given that older workers often have better jobs (Wright & 

Hamilton, 1978), they may be expected to manifest stronger job involvement that their younger 

counterparts. 

In other words certain types of jobs or characteristics of the work situation influence the degree 

to which an individual becomes involved in his or her job. For example research has 

demonstrated that job involvement is related to job characteristics such as task autonomy, task 

significance, task identity, skill variety, and feedback and supervisory behaviours such as 



 

 

leaders' consideration, participative decision making and amount of communication (Brown, 

1996). 

Another perspective synthesizes the two above mentioned positions. Rather than assuming that 

job involvement is completely stable or continually changing, this perspective sees a somewhat 

stable orientation arising from pre-adult socialisation, but responsive to changing job conditions. 

Although much research supports this "individual-environment" perspective, as both individual 

and occupational variables have been fo 

Sekaran & Mowday, 1981 ; Lorence a 

attempted to address the issue of constanc 

e with job involvement (Saal, 1978; 

1 ), a relatively few studies have 

rk orientation over time. 

2.3.4 Locus of control 
University of Fort Hare 
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Anastasi (1990) referred to "locus of control" as a term assessing internal versus external control 

of reinforcement by a person. Internal locus of control refers to the perception of the individual 

that certain life outcomes are conditional to one's own relatively permanent or stable 

characteristics. Alternatively, external locus of control is seen as the perception that outcome 

variables are the results of external conditions out of the control of the individual. Both this kind 

of positive or negative reinforcement could possibly also play a role in job involvement. 

Reitz and Jewel (1979) investigated the relationships between job involvement (measured by a 

45-item Likert scale by Greene) and locus of control (measured by Rotter's Internal-External 

scale) for males and females from six different countries. The results indicate that the negative 

correlations between locus of control and job involvement scores imply that internals score 



 

 

higher on job involvement than externals, significantly in the case of males across cultural 

settings, but this is only true for females from Yugoslavia. 

2.4 The consequences of job involvement 

This section of the chapter will review literature related to consequences of job involvement. 

Job involvement and organisational co 

attitudes and subsequently as predictors 

growing recognition that human capital 

attention as work-related 

o tcomes (Freund, 2005). There is a 

determined by human resourc$J1i::lllillla'.~1~t:m-- o •n,Jm'lcllmn,e t.&.'4,0., ..a.:-t'M' attitude is an important 
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variable that helps in maximizing organisational effectiveness. It may be that the higher the 

degree of job involvement, the greater the organisation's effectiveness. Improving employee 

behaviours is a major aspect of a manager's job. 

2.4.2 Job involvement and in-role job performance 

In-role job performance refers to activities that are related to employee's formal role 

requirements (Borman & Motowidlo, 1997). Generally, it is believed that job involvement by 

positively affecting employee's motivation and effort, leads to higher levels of in-role job 

performance (Brown, 1996). Prior research has indicated some support for this claim. For 

instance Brown and Leigh (1996) in their study found that job involvement had both direct and 

indirect effects via effort on performance. More specifically they found that the modest but 



 

 

statistically significant relationship between job involvement and performance became non 

significant when effort was inserted into the model, indicating the mediating effect of effort on 

the relationship. 

Lassk et al. (2001) argued that occupation-specific measures of job involvement should be 

created and consequently developed a measure of 'salesperson job involvement'. Their study 

uncovered a significant positive relationship between one facet of their measure, 'relationship' 

involvement and performance. Using am 

job involvement from work centrality, D 

correlation (r 

performance. 

aullay et al. ( 1994 ), to differentiate 
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Although generally the results concerning the relationship between job involvement and 

performance have not been very encouraging there is evidence to suggest that job involvement 

can positively influence in-role job performance. Thus in light of the research evidence cited 

above it is argued that job involvement have positive correlation with in-role performance. 

2.4.3 Job Involvement and Organisational Citizenship Behaviour 

According to Katz and Kahn ( 1978), effective organisational functioning requires employees to 

not only perform their prescribed role, but also to engage in behaviours that go beyond these 

formal obligations. This aspect of performance is consistent with Organ's (1988) 

conceptualisation of OCB. Organisational citizenship behaviours are discretionary workplace 



 

 

behaviours that exceed one's basic job requirements. They are often described as behaviours that 

"go above and beyond the call of duty." OCB have been defined as "individual behaviours that 

are discretionary, not directly or explicitly recognized by the formal reward system, and that in 

aggregate promote the effective functioning of an organisation" (Organ, 1988). Such behaviours 

are said to "lubricate the social machinery of the organisation" (Bateman and Organ, 1983). 

Examples of OCB include acts of helpfulness, gestures of goodwill and cooperation among 

organisational members. 

According to Cohen and Vigoda (2000) 

efficiency in resource use and allocation, ( c) 

ts of OCB that can accrue to an 

gerial productivity, (b) superior 

·ntenance expenses, . and (d) improved 

organizational attractiveness :6 r Hlir'E,Z:.e~~~t.,1,l f r __ ".,. .... .,..tionship between job 
Toqether in Excellence 

involvement and OCB has unfortunately--rece1ved scant empirical attention. An examination of 

the literature revealed that until :recently only Munene (1995) and Somers and Birnbaum (1998) 

had even considered this relationship. Both these authors found a significant correlation between 

job involvement and OCB. 

More recently research studies conducted by Diefendorff et al. (2002), Bolger and Somech 

(2004), Chu et al. (2005) and Rotenberry and Moberg (2007) have also uncovered a positive 

relationship between job involvement and OCB. Given the fact that OCB are more influenced by 

what individuals think and feel about their jobs (Organ &Ryan, 1995) and that job involvement 

reflects a positive attitude towards the job, it follows that those high in job involvement would 

engage in these behaviours to a greater extent than less involved individuals. The review of the 



 

 

above-ment1oned studies reveals that job involveme!}t directly effects organisational citizenship 

behaviour. 

2.5 Conclusion 

This chapter reviewed literature related to the concept of job involvement. It gave an overview of 

what the term job involvement means. Various definitions from different scholars were used to 

explain this phenomenon. The chapter also y that seeks to explain the concept 
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Chapter 3 

Literature Review 

The concept of job satisfaction 

3. Introduction 

Employee satisfaction is an import aspect in determinin an organisation's bottom line. Mockler 

factors such as innovative thought, good 

lower absenteeism and lower turnover. 

organisation' s bottom line through 

ality production and profitability, 

organisations are spending much timf on em~loyee satisfaction initiatives in an effort to reduce 
• Un1vers1cy of Fort Hare 

turnover and improve productivity wl_ifJ!i~PA~fJ-¥J?ffl~f ~Wc\? succeed. Th_is means that job 

satisfaction is an important factor that must be made available in an organisation. 

This chapter reviews literature related to the concept of job satisfaction; it will give an overview 

of what the term job satisfaction means. Various definitions from different scholars will be used 

to explain this phenomenon. The chapter will also discuss theories that seek to explain the 

concept of job satisfaction. The theories will be drawn from motivational_ theories. The chapter 

will also examine factors that influence job satisfaction, which range from intrinsic to extrinsic 

factors of job satisfaction. The consequences of job satisfaction will also be discussed at the end 

of this chapter. 



 

 

3.1 Definition of job satisfaction 

Many definitions have been used in an attempt to explain the concept job satisfaction fully. 

According to Jayarante (1993) two · major approaches hold sway with regard to the 

conceptualization and definition of job satisfaction. The first approach takes a macro level 

perspective in which the concern is related to the general feelings individuals have about their 

jobs. It takes a global assessment or overall .evaluation of a job. For instance; Locke (1976) 

defines job satisfaction as a pleasurable or positive emotional state resulting from the appraisal of 

one's job or job experience. Anderson (2 

both cognition (appraisal) and affect (emo • 

satisfaction results from interplay of co 

definition by Locke incorporates 

eans that Locke assumes that job 

(2005) concurs with Locke (1976) by defining J atisfaction as a collection of feelings an 
· • Universitv of Fort Hare 

individual holds towards his joo. A- tJkrson tw1tl1 a 111 h le:v.&l of_ i_pb satisfaction holds positive . -1 age ~ner in xceLLence • . 
feelings towards the job while a person who is dissatisfied with his job holds negative feelings 

towards it. This means that job satisfaction is a result of the overall reaction towards a job. 

In contrast, the second approach emphasizes the facets of the job, that is, the extent to which a 

person is satisfied with different facets or aspects of the job. For instance, job satisfaction is seen 

in terms of the discrepancy be~een what one expects and what one actually gets in the work 

environment. Hewstone and Stroebe (2001) define job satisfaction as an affective reaction to a 

job that results from the incumbent's comparison of actual outcomes with those that are desired. 



 

 

Porter et al. (1974) regards job satisfaction as the extent to which rewards actually meet or 

exceed the perceived equitable level ofrewards. In this regard, performance on the job requires 

that an individual's expectations and aspirations · in terms of reward considerations and 

fulfillment needs be met. If these needs are fulfilled, employees will be satisfied with the 

outcome of the job and greater satisfaction would generally motivate employees in performing 

their tasks more efficiently, thus resulting in an increase in the organisation's productivity. This 

study adopts the definition by Robbins (2005), which places emphasis on a global assessment or 

overall evaluation of a job. 

3.2 Theories of Job satisfaction 

This section will focus mainly ~ a • a iQfth€J"EJEJ:s@ines will be drawn mainly 
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from mot_ivational theories and will be divided into content and process theories. 

3.2.1 Process theories 

This component of the chapter discusses process theories of motivation to explain the concept of 

job satisfaction. According to Amos et al. (2009) process theories explain the process by which 

behaviour is initiated, directed, sustained and stopped. 

3.2.1.1 Affect theory 

Locke's Range of Affect Theory (1976) is arguably the most famous job satisfaction model. The 

main premise of this theory is that satisfaction is determined by a discrepancy between what one 



 

 

wants in a job and what one has in a job. Furthermore the theory states that how much one values 

a given facet of work, for example, the degree of autonomy in a position, moderates how 

satisfied or dissatisfied one becomes when expectations are met or when they are not met. When 

a person values a particular facet of a job, his satisfaction is more greatly impacted both 

positively (when expectations are met) and negatively (when expectations are not met), 

compared to one who does not value that facet. Managers must therefore understand the needs of 

their employees ~nd make an effort to fulfil these needs. They can carry out research on their 

employees to determine their specific ne d 

successful organisations as to how they hav 

:.t'"~:~.Pi~f.~.l't;t ,tl', ranagers can enquire from other 

:e • ne and meet employee needs. 

3.2.1.2 Equity theory University of Fort Hare 
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Equity theory developed by Adams (1955) postulates that equity exists when people consider 

whether their compensation is equal to the compensation of others who perform work of similar 

value. According to Daft (1997), equity theory focuses on individuals' perceptions of how fairly 

they are treated in comparison to others. Daft (1997) suggests that people judge equity by 

. comparing inputs such as education, experience, effort, and . ability to outputs such as pay, 

recognition, benefits, and promotion. According to this theory, when the ratio between the input 

and output is out of balance, inequity occurs. Individuals will work to reduce perceived inequity 

by either increasing or decreasing input or increasing or decreasing outcome. 

According to Daft (1997), individuals might also leave the organisation if the perceived inequity 

is not redressed. In · this regard, to maintain • motivation and employee satisfaction when . 



 

 

administering compensation and incentives programmes, managers must be careful and ensure 

that reward programs are equitable and if programmes are not perceived as equitable, then they 

will notcontribute to employee satisfaction. 

The limitations of this theory are as follows: Greenberg 0988) contends that present research on 

the theory has focused on the outcome of financial compensation. Yet financial compensation is 

but one of many outcomes derived from a job. Very little is known about the effects on 

motivation or job satisfaction when othe 

(2001) argues that the whole issue of orga 

induce feelings of inequity raises serious 

want to work for an organisation that willingly 

anipulated. Furthermore, Mitchell 

y manipulating their employees to 

questions. Few employees would 

to experience inequity. 
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3.2.2 Content theories 

According to Amos et al. (2009) content theories suggest that motivation and satisfaction result 

from the individual's attempt to satisfy needs. The theories that will be discussed under content 

theories are, Maslow's hierarchy of needs theory, Alderfer's ERG theory, Herzberg' two factor 

theory and Locke's goal setting theory. 

3.2.2.1 Maslow's needs hierarchy theory 

Maslow's (1956) hierarchical model of human needs can be used to identify the factors affecting 

job satisfaction. The theory condenses the numerous needs that scholars have identified into a 

hierarchy of five basic categories. At the bottom are physiological needs, which include the need 



 

 

to satisfy biological requirements for food, air, water, and shelter. Next come safety needs- the 

need for a secure and stable environment and the absence of pain, threat, or illness. 

Belongingness comes next and includes the need for love, affection, and interaction with other 

people. Esteem needs follow and include self-esteem through personal achievement as well as 

social esteem through recognition and respect from others like working colleagues. At the top of 

the hierarchy is self-actualisation, which represents the need for self-fulfillment- a sense that the 

person's potential has been realized. In the workplace, individuals satisfy this need by being 

levels, but behavior is motivate ff~ • Hffii~t the time. As the person 

satisfies a lower-level need, the n~rarchy becomes . the primary 

motivator. This concept is known as the satisfaction-progression process. If a person is unable to 

satisfy a need, he will be motivated by it until it is eventually satisfied. Physiological needs are 

initially the most important, and people are motivated to satisfy them first. As they become 

gratified, safety needs emerge as the strongest motivator. As safety needs are satisfied, 

belongingness needs become most important and so forth. The- exception to the satisfaction-

progression process is self-actualisation; as people experience self-actualisation, they . desire 

more rather than . less of this need. 

Although Maslow's needs hierarchy is one of the best-known organisational behaviour theories, 

the model is much too rigid to explain the dynamic and unstable characteristics of employee 

needs. Researchers have found that individual needs do not cluster neatly around the five 



 

 

categories described in the model. Moreover, gratification of one need level does not necessarily 

lead to increased motivation to satisfy the next higher need level. Although Maslow' s model 

may not predict employee needs as well as scholars initially expected, it provides an important 

introduction to employee needs and has laid the foundation for Alderfer's ERG theory, which 

has better research support. 

3.2.2.2 Alderfer ERG theory 

physiological and safety need . . eye 

needs. Growth needs correspond to 14! ~d!i'ri 
e'1aslow' s belongingness 

- lisation needs. 

Existence needs include a person's physiological and physical-related safety needs, such as the 

need for food, shelter, and safe working conditions. Relatedness needs include a person's need to 

interact with other people, receive public recognition, and feel secure around people, that is, 

interpersonal safety. Growth needs consist of a person's self-esteem through personal 

achievement as well as the concept of self-actualisation as presented in Maslow's hierarchy of 

needs. 

ERG theory states that an employee's behaviour is motivated simultaneously by more than one 

need level. Thus, an individual might try to satisfy growth needs, for instance, by completing ·an 

assignment exceptionally well even thong~ their relatedness needs are not completely satisfied. 



 

 

ERG theory applies the satisfaction-progression process described in Maslow' s needs hierarchy 

model, so one need-level will dominate a person's motivation more than others. As existence 

needs are satisfied, for example, related needs become more important. 

Unlike Maslow's model, however, ERG theory includes a frustration-regression process whereby 

those who are unable to satisfy a higher need become frustrated and regress to the next lower 

need level. For example, if existence and relatedness needs have been satisfied, but growth need 

fulfillment has been blocked, the individmi 

again emerge as the dominant source of m t • 

Although not fully tested, ERG theory seems explain the dynamics of human needs in 
• University of Fort Hare 

organisations reasonably well. It p 2'J~Wtltef¥irz W~e~ ~we~tion of employee needs than 

Maslow' s hierarchy. Human needs cluster more neatly around the three categories proposed by 

Alderfer than the five categories in Maslow's hierarchy. 'The combined processes of satisfaction-

progression and frustration-regression also provide a more accurate explanation of why 

employee needs change over time. Overall, it seems to come closest to explaining why 

employees have particular needs at various times. Managers therefore need to understand that to 

maintain job satisfaction levels they should put in place measures that ensure that employees are 

able to meet their needs without frustration. 



 

 

3.2.2.3 Herzberg two-factor theory 

Herzberg's (1966) two-factor theory of job satisfaction and motivation has been widely used in 

job satisfaction circles. According to Hewstone and Stroebe (2001) Herzberg's two-factor theory 

holds that satisfaction and dissatisfaction are driven by • different factors. Satisfaction is 

influenced by motivational factors whilst dissatisfaction in influenced by hygiene factors. 

Motivating factors are those aspects of the job that make people want to perform well and 

provide them with satisfaction, for instance, achievement at wmk, recognition, and promotional 

have a degree of control over them. Hygi d aspects of the job that are extrinsic 

to the individual such as remuneration 'Qe•fillrsel~~i s, supervisory practices and other 

working conditions. According to the two-fac o eory, • hygiene factors are the non task 
University of Fort Hare 

characteristics of the job that create cli_FcJ~i~1tJ£Mµ1J·7ffl~~~ ~e11ot have control over them. 

Anderson (2001) contends that factors that lead to job satisfaction are often derived from those 

that lead to dissatisfaction and similarly, the intrinsic factors are strongly correlated with 

satisfaction while extrinsic factors are correlated with dissatisfaction. Therefore, based on these 

feelings, the elimination of hygiene factors from a job would only remove dissatisfaction, but not 

necessarily bring satisfaction. To bring satisfaction, the organisation must focus on motivating 

factors such as making work more interesting, challenging and personally rewarding. Since both 

hygiene and motivational factors play an important role in determining employee performance at 

the workplace, organisations should ensure that these factors are available to their employees. 



 

 

Mitchell (2001) argues that Herzberg's theory extends Maslow's ideas and made them more 

applicable in the workplace. The theory focused its attention on the importance of job-centred 

factors in the motivation of employees. They further state that Herzberg's theory gave rise to an 

increasing interest in job enrichment and restructuring of work. However, like any other theory, 

Herzberg' two factor theory has its own limitations. It fails to account for individual differences. 

Graham and Messner (1999) argue that Herzberg's theory assumes that all employees react in an 

identical manner to changes in motivation and hygiene factors. Secondly, the theory fails to link 

and extrinsic factors contribute to both sati B 

3.2.·2.4 Locke's goal-setting theory 

. University of Fort Hare . 
The goal settmg theory ·by Locke . 'blrtlnl!r 1/tl t!fflltwi~e that can be used to explam 

employee satisfaction in the workplace. It is the provision of a specific target that an individual 

tries to achieve or something that an individual attempts to accomplish. W emer (2007) argues 

that having goals can provide satisfaction and motivation to individuals. The theory states that 

having goals can provide satisfaction and motivation to people because it allows them to 

compare their current performance with the performance required to achieve a particular goal. If 

employees are not achieving the higher level set by the requirements of the goal they will feel 

dissatisfied that they are not achieving the higher level of performance and will thus work harder 

to attain it. 



 

 

If they succeed and achieve their goal they will feel a sense of satisfaction resulting from 

achievement and self-esteem. Thus, managers can use the theory to maintain job satisfaction 

through personally setting and helping their employees to set attainable goals. The theory, · 

however, has been criticized by many scholars. Werner. (2007) argues that not all jobs are 

amenable to the goal setting approach. The theory seems to work well for simple jobs but does 

not work well for complex jobs particularly jobs in which the goals cannot be measured easily. 

Goal accomplishment can become an obsession for some people and they can concentrate all 

their energies on achieving a particular g •C • ng other important aspects of their 

job. 

3.3 Factors that influence job satisfaction 

• University of Fort Hare 
A number of factors have been idenp[jffem_&c Pf~eklM9fmfe job satisfaction. Armstrong 

(2003) argues that job satisfaction is influenced by both intrinsic and extrinsic factors of 

motivation. Herzberg (1966) classified these factors into motivational and ~ygiene factors. 

Motivational factors are those aspects of the job that are intrinsic to the job whilst hygiene 

factors are those aspects of the job that are extrinsic. Intrinsic or motivational factors are those 

aspects of the job that the job holder can have control over and can include factors such as the 

work itself, recognition, responsibility, feedback and growth. Hygiene factors are those aspects 

of the job that an individual does not have control over and include aspects such as company 

policies, supervision, salary, interpersonal relationships and working conditions. 



 

 

3.3.1 Intrinsic factors 

This section will mainly focus on intrinsic factors that influence job satisfaction. According to 

Atchison (1999), intrinsic sources of job satisfaction come from within the individual and are 

essentially longer lasting than extrinsic sources. 

3.3.1.1 Work itself 

stimulating tasks, opportunities for lea • ' .Oe1:SQ!lllall growth, and the chance to be 

responsible and accountable for results f: ction. A study by Robbins (2005) 

reveals that employees tend to _J?~fe~ jobs th~t give them opportunities to use their skills and 
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abilities and which offer a variety 1b~fi eP-<iW !J ~ack on how well they are 

performing. 

These characteristics make work mentally challenging and create feelings of satisfaction. 

Managers therefore have to ensure that employees are given tasks that are challenging and which 

provide them with satisfaction. Syptak, Marsland and Ulmer (1999) add that work itself is 

perhaps the most important factor to influence employee motivation and satisfaction . . 

Accordingly, Syptak et al. (1999) state that helping employees believe that the work they are 

doing is important and that their tasks are meaningful is important in determining the job 

satisfaction of employees. On the contrary, they also argue that employees may not find all their 

work meaningful, interesting and rewarding. 



 

 

3.3.1.2 Recognition 

Recognition is another intrinsic factor which literature suggests facilitates job satisfaction. For 

example, Locke (1976) argues that almost all workers value being praised for their work. Locke 

(1976) found recognition to be one of the most frequently used elements cited as a cause of 

satisfaction or dissatisfaction in employees. Similarly, Syptak et al. (1999) argue that 

acknowledging employees for handling a particular task well creates feelings of satisfaction. 

3.3.1.3 Job autonomy 

According to Syptak et al (1 999) employees 1 stied and motivated to do their jobs 

well if they have full responsibility .over the_ir work. This requires giving employees enough 
Un1vers1cy of Fort Hare 

freedom and power to carry out their . atif¼19E.ii z Tk~ey own the result. Anderson 

(2001) adds that as individuals mature in their job, managers need to provide opportunities for 

added responsibility to improve the job satisfaction of their employees. 

3.3.1.4 Person-environment fit 

Person-environment fit is the degree of compatibility between an employee and his or her work 

environment (Kristof, 2006). Bowling and Hammond (2008) argue that a good fit between what 

an employee wants and what the organisation or the job actually provides contributes to an 

employee's level of satisfaction. Similarly, Sekiguch notes that individuals seek out 

organisations that have a career environment which matches their own·interests. A high person-

environment fit or congruence results in satisfaction, organisational stability and achievement. In 
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contrast, low person-environment fit is likely to result in dissatisfaction and ultimately make the 

employee leave the organisation. In addition to this, Kristof (2006) argues that people do not 

interact with only one part of their environment; rather, they are simultaneously nested in 

multiple dimensions of the environment. He further assert that, many of the consequences 

attributed to a person- environment fit are not simply the result of fit or misfit with a single 

aspect of the environment. Instead, broad consequences such as satisfaction, commitment, stress, 

adjustment and withdrawal are more realistically affected by the compilation and interaction of 

fit assessments across multiple aspects oft e 

3.3.2 Extrinsic factors 

According to Atchison (1999) ~ ' • @i itN Jl iGn..1~ :L cietermined by conditions 
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that are beyond the control of the employee. The extrinsic factors of job satisfaction will be 

examined in this section. 

3.3.2.1 Social and organisational support 

According to Bowling and Hammond (2008), research has consistently found a positive 

relationship between both social and perceived organisational support and satisfaction. Syptak et 

al. (1999) support Bowling and Hammond (2008) by arguing that part of the satisfaction of being 

employed is the social contact it brings. 



 

 

According to Syptak et al. (1999), allowing employees a reasonable amount of time for 

• socialisation provides them with satisfaction and this will help develop a sense of team work. If 

allowing socialisation at the workplace creates satisfaction with antecedents such as camaraderie 

and teamwork, managers should allow employees to socialise since this will result in 

, organisational effectiveness. In view of the above, Paine and Organ (2000) opine that 

organisational structures that allow employee participation and involvement in decision making 

instill satisfaction in their employees. Accordingly, Paine and Organ (2000) further contend that 

3.3.2.2 Supervision 
University of Fort Hare 

The receipt of support froin one's suplJ I;,.. as m&~tte4.iJle ahiined ·as a potential cause of 

job satisfaction. Robbins et al. (2003) argue that the extent to which supervisors support their 

subordinates technically, emotionally, and socially influences job satisfaction. Similarly, Bergh 

and Theron (2001) note that working with supervisors who are friendly and supportive facilitates 

job satisfaction. They argue that the. type of supervisor who facilitates job satisfaction is one who 

shows interest in employees and offers praise for good performance and listens to employees for 

opinions and advice: Bergh and Theron (2001) also argue that the style of leadership adopted by 

a supervisor plays an integral role in determining job satisfaction levels in an organisation. 

Foels, Driskell, Mullen and Saals (2000) using a meta-analytic integration of research evidence 

in their study of the effect of democratic leadership on group member satisfaction, reveal that 

there is a significant tendency for groups experiencing democratic leadership to be more satisfied 



 

 

than groups experiencing autocratic leadership. The belief about motivation in transformational 

leaders clearly indicates that leaders using this style of leadership are people oriented and would 

want to achieve goals by empowering subordinates. Empowering subordinates through added 

responsibilities and challenging tasks results in job satisfaction. 

3.3.2.3 Working conditions 

According to Syptak et al. (1999), the environment in which people work has a tremendous 

e work they are doing. They further 

a hinery facilitates job satisfaction. 

their own space, be it a desk or locker, is critical in e ermining employee satisfaction levels. 
University of Fort Hare 
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Furthermore, they point out that placing employees closer together . with little or no personal 

space can create tension amongst the employees and ~ay lead· to dissatisfaction. Similarly, 

Robbins et al. (2003) contend that working conditions that are conducive to doing one's job well 

include safety and comfort, clean environment, relatively modem and adequate facilities. 

Employees react to unfavorable working conditions negatively and this explains why 

absenteeism and staff turnover in some organisations is very high. 



 

 

3.3.2.4 Pay 

Employees often see pay as a reflection of how management views their contribution to the 

organisation. Gerber et al. (2003) argue that people perceive their remuneration as an indication 

_ of what they are worth to the organisation. People compare the contribution they make to the 

organisation with what they receive in tum. In this regard inequity will result in job 

dissatisfaction. In their own opinion, Bergh and Theron (2001) add that employees want pay 

expectations. When pay is perceived as f; • 

community pay standards, satisfaction i 

perceive that promotion decisions are mad 

emands, individual skill level and 

esult. Similarly, individuals who 

ir manner are likely to experience 

satisfaction from their jobs. Bergh and Theron 001) assert that employees should be 
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remunerated according to the amouro?/efff~fl z{j}e iBkz'~ri~i!r jobs to create a sense of 

satisfaction. 

The concept of fairness in remuneration also has tremendous effects in determining employee 

satisfaction at the workplace. Syptak et al. (1999) argue that organisations should have clear 

policies related to salaries, salary raises and bonuses that every employee in the organisation can 

understand. Having clear policies reduces ambiguity and shows employees that they are not 

unfairly treated. Specter (1996) concurs with this argument by asserting that it is the fairness of 

pay that determines satisfaction rather than the actual level of pay. If an employee's 

compensation is perceived to be equitable in comparison to that of other, satisfaction is more 

likely to occur. Syptak et al. (1999) concurs with Specter (1996) by arguing that to maintain 

fairness in compensation, management should consult salary surveys. Salary surveys can be 



 

 

consulted to see whether the salaries the organisations offer are comparable with those of other 

organisations in the same field and area. Consulting a salary survey has an advantage in that it 

reduces labour turnover and creates satisfaction as employees are treated equally with those in 

other organisations. 

3.3.2.5 Co-workers 

Working with co-workers who are suppo 1 

According to Oshagbemi (2000), research • 

better interpersonal relationships with 

Similarly, Luthans (1995) contends that the 

satisfaction. He further arguesrf i y JW:M;.1¥,: 

satisfaction on the individual employTe 

or that facilitates job satisfaction. 

1 • duals who perceive that they have 

high levels of job satisfaction. 

rk group can have an impact on job 

- s are a source of job 

group serves as a source of 

support, comfort, advice and assistance to individual employee. 

Aamodt (1997) adds that employees observe the levels of satisfaction of other employees and 

then emulate these behaviours. Hence, if an organisation's veteran employees work hard and 

positively in their jobs, new employees will emulate the same behaviour and be both productive 

and satisfied. Additionally, Syptak et al. (1999) argue that part of the satisfaction of being 

employed is the social contact it brings. They argue that those allowing employee's reasonable 

amounts of time for socialisation during breaks, help instill satisfaction through a sense of 

camaraderie and teamwork in employees. 



 

 

3.3.2.6 Promotional opportunities 

According to Chelladurai (2006) satisfaction with promotion is based on an employee's 

satisfaction with the company's promotional policy and the administration of that policy. 

Chelladurai (2006) argues that it is the frequency of promotions, the importance of promotions 

and the desirability of promotions that influence an employee's satisfaction level. 

Ospina ( 1996) adds that the concept of 

perceiv~d opportunities for advancement. 

good .opportunities for promotion and the p_ 

employees being satisfied with their jobs. 

portant role in satisfaction with 

her asserts that the availability of 

, Robbins et al. (2003) argued that 

employees seek promotion poli • • y vef fair and unambiguous 

) also reveals that employees and in line with their expectations. ReTeii ~cffl>~EM./(( 
who perceive that promotion decisions are made in a fair and just manner are most likely to 

experience job satisfaction. 

3.3.2. 7 Company policies 

An organisation's policies can be a great source of frustration for employees if the policies are 

unclear, unnecessary or if not applicable to . and adhered to by everyone. According to Syptak et 

al. (1999), although employees will not feel a great sense of motivation or satisfaction because of 

an organisation's policies, the organisation can increase satisfaction by making sure that its 

policies are fair and apply equally to all employees. Syptak et al. (1999) adds that making sure 



 

 

that everyone has a printed copy of an organisation's policies is another way that management 

can make sure that every employee in the organisation knows what is required of him or her. 

This, according to Syptak et al. (1999), will · serve as a reminder to employees so that they will 

not b_e caught under obscured vision or the wrong side of the law since • they know what is 

required of them by the organisation. They further argued that comparing one organisation's 

policies with those of similar organisations in the same area can be helpful in determining 

harsh, which can create frustration amongst e 

3.4 Job satisfaction and demo r!f'gtty of Fort Hare 
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Many researchers have found diverse and confli~ting explanations on the relationship between 

job satisfaction and demographic factors. Some literature has shown that demographics can have 

·a significant impact on job satisfaction, whilst others have produced inconclusive results 

regarding t.he relationship. 

3.4.1 Age 

Many investigations have examined the relationship between age and satisfaction (Luthans and 

Thomas, 1989; Ang, Goh and Kon, 1993; Oshaghemi, 1998). However, results from these 

studies have produced inconsistent evidence and such conflicting results have left the true nature 

of the relationship unresolved. According to Gruneberg (1976), the career stage theory can be 

used to explain the possible relationship between age and job satisfaction. The theory suggests 



 

 

that upper levels of management within an organisation are generally not available to younger 
' . 

employees. Thus, it is the older employees that typically enjoy the increased power and prestige 

associated with these positions. This is also consistent with the findings of other researchers, 

such as, Saal and Knight (1988) and Mello (2006) who has found that job satisfaction increases 

with age. Mottaz (1986) offers the following reasons for the positive association between age 

and job satisfaction. 

Younger employees place significantly greater importance on intrinsic rewards 

concerned with extrinsic re 

r d to older employees who are more 

a and fringe benefits. Thus younger 

their jobs provide. 
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Older employees po~ ~fc!'sHli Ti'.. <a'IJ.fl ~erience which enables them to 

move easily into rewarding and satisfying jobs. 

Older employees consider rewards such as interesting work, autonomy and 

promotion as less important and difficult to attain. They thus demand less of such 

rewards from their jobs and are therefore more satisfied with their work than 

younger employees. 

After having stayed in their jobs for some time, employees tend to adjust their 

work values to the conditions of the · workplace, resulting in greater job 

satisfaction. 



 

 

In view on the above, it is important for supervisors to improve the job satisfaction of younger 

employees by making sure that they both have interesting and challenging jobs, especially the 

kinds of jobs that utilize their skills. Supervisors can also improve their job satisfaction by 

fulfilling their promises of promotion or relief from monotonous assignments. 

3.4.2 Gender 

than men whilst others suggest that the r 

women have traditionally assumed the ro e 

disabled dependents, the issue of work/life 

en are more satisfied with their jobs 

ello (2006) contends that because 

osely related to gender issues. Mello 

(2006) defines work/life balanot.J1n 1 • ' needs at work and their 

personal lives. Mello (2006) argues th~{SfrthiMi.~@IJ~hdered differences in the value 

placed on work/life balance between men and women as a factor in determining job satisfaction. 

• Mello (2006) further argues that for women, work/life balance was the most important factor in 

determining job satisfaction, whereas for men this was only allotted importance after issues of 

benefits, job security, pay and communication with management. 

Consistent with the findings of Mello (2006) that men and women have different values. In 

gen.eral, men value extrinsic attributes such as salaries. On the other hand, women are more 

likely to seek intrinsic rewards such as job contentment. The distinction between men and 

women in this regard can be interpreted as showing that the traditional roles of women as 

empathetic and person-oriented shows in their job orientation, whereas men are .orientated 

towards· competitiveness. 



 

 

However, other researchers have also found that there is no significant difference in job 

satisfaction between men and women. According to Josias (2005) a possible explanation for the 

lack of a significant difference in job satisfaction between men and women is offered by Tolbert 

and Moen (1998), 'who maintain that men and women attach value to different aspects of the job, 

and this ultimately equalizes their levels of job satisfaction. 

3.4.3 Level of education 

Research on job satisfaction and educati n 

2007). According to Gurbuz (2007) som 

Okpara, 2004) have found a positive relati 

level of education are not relat 

o uced inconclusive results (Gurbuz, 

others show that job satisfaction and 

l 
07) the reason why there 

is a positive relationship between edI&a &fa Elfvl!il ~d~.%l~faction is because the provision 

of training will foster an increase in professionalism and further exploitation of management 

methods. Priti (1999) concurred with this argument by saying that well trained individuals know 

the scope of expectations and depth of their jobs and will be able to add building blocks to their 

professionalism as they progress through careers. This has the effect on employees of creating 

feelings of pleasure and satisfaction. 



 

 

3.5 Consequences of job satisfaction 

This section of the chapter will review literature related to consequences of job satisfaction. 

3.5.1 Pro-union voting 

In their study, Kreitner and Kinicki (1995} revealed that there is a significant negative correlation 

-between job satisfaction and pro-union voting. According to them people tend to vote for unions 

when they are dissatisfied with their jobs. 

3.5.2 Absenteeism 

Some researchers have found rr:u.r1L- n.n, & 1i( H £ bjgt~~le~ r; 0 varia~les is relatively 
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strong while others have found it to be weak. Luthans (1995) found that there is a relatively 

strong relationship between job satisfaction and absenteeism. Luthans (1995) also stated that the 

conditions that influence absenteeism generally also influence satisfaction and other moderating 

variables, such as the degree to which people feel that their jobs are important. Absenteeism 

from the workplace has a negative impact on productivity. 

However, other researchers have found that the relationship between job satisfaction and 

absenteeism is very weak. According to Jex (2002) empirical research provides weak support for 

the relationship between job satisfaction and absenteeism. For instance, Racket and Guion 

(1985) in their meta-analysis of 31 studies found a marginal correlation of .09 between job 

satisfaction and absenteeism which suggests that the relationship between the two is weak. They 



 

 

also offer a number of explanations for the weak correlation between job satisfaction and 

absenteeism. One of the reasons they outline was the measurement of abse:µteeism itself. They 

argued that although, at first glance, absenteeism appears to be a rather simple variable, it is 

actually complex. For instance, when measuring absence, one can distinguish between excused 

absences and unexcused absences. Excused absences would be allowed for events such as 

illnesses and funerals. Unexcused absences are those moments when employees would simply 

not show up for work. In this regard one could argue that job satisfaction would be more likely to 

play a critical role in unexcused absences t ences. 

3.5.3 Employee turnover 

Employee turnover is defined }J ™ mITT'e~t o :J..TI/Pl,."'1~ual from an organisation 
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(Cohen and Golan, 2007). It involves people terminating . their contracts of employment. 

Employee turnover disrupts organisational continuity and brings with it costs to the said 

organisation. Suc,h costs may include recruitment costs, training costs and waste and scrap rate 

costs of new employees. Job satisfaction has been identified as the major determinant of 

employee turnover (Cohen & Golan, 2007). Apart from job satisfaction, other factors have also 

been identified as important in determining employees' intentions to permanently leave the 

organisation. According to Robbins et al. (2003), such factors include labour market conditions, 

expectations about alternative job opportunities and length of tenure with the organisation. 

According to Wood, Wallace, Zeffene, Fromholtz and Morrison (2001), job satisfaction affects 

an employee's intentions to leave the organisation. They argue that satisfied employees are less 



 

 

likely to leave the organisation whilst dissatisfied employees are more likely to leave. Spector 

(1997) also argues that, studies have been reasonably consistent in showing a negative 

correlation between job satisfaction and employee turnover. According to Herzberg (1966), the 

provision of both intrinsic and extrinsic sources of satisfaction is imperative in determining an 

individual's satisfaction level. 

In another perspective, Landy (1989) argues that a major controlling factor in the satisfaction and 

difficult it is to get a job the less likely tha 

weigh the rewards and costs associated with' 

erally. It is maintained that the more 

f quitting or resigning. Rusbult and 

• king turnover decisions, employees 

• job. They measure their material and 

psychological investment and a~=.11.UJ.,frl f E 
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3.5.4 Organisational commitment 

According to Robbins et al. (2003) organisational commitment refers to the degree to which an 

individual identifies with his organisation of employment. Mowday, Porter· and Steers (1982) 

. argue that organisational commitment affects an organisation in many ways. From the 

perspectiv~ of the society, if low levels of commitment affect a large number of organisations, 

the level of productivity, as well as the quality (?f services produced will be negatively affected. 

Furthermore, a committed workforce reduces costs to an organisation which are brought about 

by activities such as absenteeism and turnover. 



 

 

-~ - ~ - - ---- - - - - ---- -

. According to Mowday et al. (1982), commitment is a more global response to an organisation 

and job satisfaction is a response to specific or various facets of the job. Job satisfaction is an 

attitude towards work related conditions, facets or aspects of the job whereas commitment 

suggests more of an attachment to the employing organisation as opposed to specific tasks, 

environmental factors and the location where the duties are performed (Mowday et al., 1982). 

When discussed in these terms, commitment should be consistent with job satisfaction over time. 

Furthermore, Mowday et al. (1982) argue that although day to day events in the workplace may 

affect an employee's job satisfaction levels s 

to seriously re-evaluate his attachment to th on. 

Considerable research has been done to ascertain t e relationshj,.. between job satisfaction and 
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organisational commitment. Accordi%~et1I'l¥ z°H~*~ ~ffteesearchers (such as, Porter, 

Steers, Mowday and Boulian, 1974; Price, 1977 and Rose, 1991) have made the case that job 

satisfaction is a predictor of organisational commitment. However, some researchers such as 

Bateman and Strasser (1984) have also suggested an inverse relationship between job satisfaction 

and organisational commitment by claiming that it is organisational commitment which results in 

job satisfaction. In their study of the causal relationship between job satisfaction and 

organisational commitment, Vandemberg and Lance (1992) suggested four hypotheses: that job 

satisfaction causes organisational commitment; organisational commitment causes job 

satisfaction; satisfaction and commitment are reciprocally related and that no causal relationship 

exists between the two. 



 

 

Vandemberg and Lance (1992) found that job satisfaction is a strong antecedent of 

organisational commitment, wh~le the ·results support the idea that organisational commitment is 

causally antecedent to job satisfaction. Although research is yet to provide a substantive direction 

of the relationship between job satisfaction and organisational commitment, it is imperative that 

this relationship be determined since organisations tend to benefit most from having a committed 

workforce. This would probably reduce high rates of absenteeism and turnover which result in 

excessive costs and decrease in productivity that most _organisations cannot afford. 

3.6 Conclusion 

This chapter reviewed the literature related to job satisfaction; it gave an overview 

of what the term job satisfactionr, . ~ 9,.EW",1"""" Mll1.t>itl~.t1t~rQU1 t scholars were used to 

explain this phenomenon. The chapteTc(l • -h&fsJlcl -i ~ liiMft~eek to explain the concept of 

job satisfaction. These theories were drawn from motivational theories. The chapter also 

examined factors that influence job satisfaction, which range from intrinsic and extrinsic factors 

of job satisfaction to job involvement, organisational culture, and demographic factors. The 

consequences of job satisfaction were discussed at the end of the chapter. 



 

 

Chapter 4 

Literature review . 

The concept of organisational commitment 

4. Introduction 

Organisational commitment has been one of the widely researched areas in the field of 

management in relation to different job-re a u in South Africa very few studies 

commitment among employees but the pr s on investigating the relationship 

between job involvement and job satisfaction ~££---~£- hand, and organisational commitment 

on the other. Organisational cdi-E~ltm1el½t!1 s1 e Jii ~e most important and 
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crucial outcomes of human resource strategies. Furthermore organisational commitment is seen 

as the key factor in achieving competitive performance (Sahnawaz & Juyal, 2006). A significant 

relationship has been identified between job satisfaction and organisational commitment 

(Narimawati, 2007). Sarmad (2007) also tried to determine the level of influence job satisfaction 

facets will have on organisational commitment. 

When employees are sure that they will grow and learn with their current employers, their level 

of commitment to stay with that particular organisation is higher (Opkara, 2004). In order to 

make employees satisfied with and committed to their jobs, there is a need for strong and 

effective motivational strategies at various levels of the organisation. Ayeni and Phopoola (2007) 

have found a strong relationship between job satisfaction and organisational commitment. 



 

 

Understanding the relationship between job satisfaction and organisational commitment is very 

crucial these days because people now often do not prefer to stay with the same organisation for 

long. It has become hard for organisations to exercise influence on the employees for retaining 

This chapter reviews literature related to the concept of organisation commitment, it will give an 

overview of what the term organisational commitment means. Various definitions from different 

to explain the concept of organisational co 

influence organisational commitment. The c 

be discussed at the end of the chapter. 

pter will also examine factors that 

rganisational commitment will also 
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4.1 Definition of organisational cominitment 

Two different approaches have been taken in defining organisational commitment (Steers & 

Porter, 1983). In the first approach, organisational commitment is referred to as a behaviour, 

while in the second approach, organisational commitment is referred to as an attitude. According 

to behavioural approach, an individual is viewed as committed to an organisation if he is bound 

by past actions of suck costs (fringe benefits, salaries as a function of age and tenure). Thus, an 

individual becomes committed to an organisation because it has become too costly for him to 

leave. In this approach, organisational commitment is depicted as more calculative in nature 

(Etzioni, 1961). 



 

 

In contrast, in the attitudinal _ approach, organisational commitment is viewed as a more positive 

individual orientation towards the organisation; here, organisational commitment is defined as a 

state in which an employee identifies with a particular organisation and its goals, and he wishes 

to maintain membership in the organisation in order to facilitate its goals. Incorporated into this 

approach are the works of Etzioni (1961) and Kanter (1968). Three factors of attitudes and 

behaviours lend salience to the characterization of organisational commitment. They are 

acceptance of and a belief in the values and goals of the organisation; desire to maintain 

o the organisation. This definition of 

organisational commitment denotes an act 

the organisation and involves attitudes and 

organisational commitment (Mowday, Porter ____ _____....____ ). 

ifestations of the actual concept of 

University of Fort Hare 
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O'Reilly and Chatman (1986) define organisational commitment as a psychological attachment 

to the organisation predicted by three independent constructs, those of compliance and 

internalization. Compliance is defined as involvement for the extrinsic rewards. Identification is 

involvement with the organisation because of the desire for affiliation and is an important 

mechanism in the developing process of psychological attachment (Bowlby, 1982). 

Internalisation is involvement based on the individual's acceptance of the organisation's values. 

The definition of the Mowday, Porter and Steers (1982) organisational commitment model, 

acceptance and belief in the values and goals of an organisation is based on psychological 

attachment {O'Reilly &Chatman, 1986). Maxwell & Steele (2001) carried out a study to identify 

the determinants of organisational commitment and its effects in the organisation. The _ results 



 

 

suggested that organisational commitment is determined by job characteristics such as the job 

scope and work experiences such as rewards and employee importance. The findings further 

suggested that organisational commitment was positively related to employee performance. 

Mowday, Porter and Steers (1982), state that organisational commitment is a global construct 

revealing the affective responses of the employee to the whole of the organisation. The 

development of organisational commitment begins at the time of employment, continues over a 

period of time and involves interplay of a t 

(1976) reported that the level of co 

employment predicted turnover up to sever 

• ours. Porter, Crampon and Steers 

employees on the first day of 

Organisational commitment has ' I.U'.),I.A.l:ll\.lf 11;.filE:t:tlrleU nie:~.uhl4Jli-.. o-.... v~al different ways and it 
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has been related with many job related variables. Allen & Meyer (1990) developed a measure of 

organisational commitment with three major components: affective, continuance, and normative. 

The affective component of organisational commitment refers to employees' emotional 

attachment, identification and involvement in the organisation; the continuance component refers 

to commitment based on the · costs that employees associate with leaving the organisation; and 

normative commitment reflects an employee's feeling of obligation to remain with the 

organisation, that is, persons with a strong sense · of normative commitment remain in 

organisations because they feel they ought to do so (Sarmad, 2007; Ayeni et al., 2007, & Omar et 

al., 2007). 



 

 

4.2 Types of employee commitment 

Bussing (2002) identifies three sources of commitment: the instrumental, affective and normative 

source. Affective commitment emphasizes attachment to the organisation; individuals put all 

their energy into their organisations, which is not expected of them. According to Bussing 

(2002), instrumental commitment focuses on the idea of exchange and continuance. Normative 

commitment focuses on an employee's feelings of obligation to stay with an organisation. 

Bagraim (2003) states that although various multidimensional models of organisational 

commitment exist, three models, which 

accepted in organisational research. 

llen and Meyer (1997) are widely 

affective commitment, whilst calculative commitment can be associated with instrumental 

commitment. However, (Bragg 2002) identifies four types of employee commitment: 

The first type is the "want to" commitment. According to Bragg (2002) these workers are 

devoted and loyal to the employer. They are prepared to go the extra mile for the 

employer and take on extra responsibilities. These employees come to work with a 

positive state of mind and are prepared to go an extra mile for the organisation. 

The "have to" commitment is the second type. This involves are workers who are trapped 

workers Bragg, (2002). These types of employees remain with the organisation for many 

reasons. One of the reasons is that they cannot find alternative employment elsewhere. 

According to Bragg, these employees have bad attitudes, poor habits and disobey 

instructions from management and supervisors. 



 

 

The "ought to" commitment is the third type. It involves workers who feel obligated fo 

stay with an organisation. They have a value system that says it is not the right time to 

leave work. 

The fourth type is the disconnected or uncommitted group of employees. They have no 

reason to stay with the organisation and at every opportunity are on the lookout for new 

employment. They are basically halfway on their way out. These workers have no 

intention to stay or they have no loyalty to an organisation that they are working for at all. 

4.2.1 Affective commitment 

Affective commitment is concentualised as :'an ind~vidual' s attitude towards the organisation, 
Un1vers1ty or Fort Hare 

consisting of a strong belief in, and ~~mtan,~,Q~ • • n's goals, willingness to exert 

considerable effort on behalf of the organisation and a strong desire to maintain membership in 

the organisation" (Mowday et al., 1982). Meyer and Allen (1984) define affective commitment 

as the employee's "positive feelings of identification with, attachment to and involvement in the 

work place." Bagraim (2003) maintains that "affective commitment develops if employees are 

able to meet their expectations and fulfil their needs within the organisation." 

Affective commitment results in employees staying within an organisation because they want to, 

and according to Romzek (1990), these employees will generally act in the organisation's best 

interest and are less likely to leave the organisation. Eisenberg, Huntington, Hutchinson and 

Sowa (1986) conclude that individuals will expend different degrees of effort and maintain 

differing affective responses to an organisation depending upon perceived commitment of an 



 

 

employee to the organisation. Therefore, employees will exhibit organisational commitment in 

exchange for organisational support and rewards. 

According to Kroth (2007) affective commitment is the most positive form of commitment 

because employees who possess it will exert more effort in the organisation out of genuine 

willingness rather than obligation. Somers (2009), in a study of 288 hospital nurses found that 

positive work outcomes such as low turnover intentions and low levels of stress are associated 

affective commitment within their organi 

foregoing discussion, affective commitme t 

and the one that organisations are most likely 

i study that managers need to foster 

duce turnover intentions. From the 

e most desirable form of commitment 

University of Fort Hare 
Together in Excellence 

4.2.2 Continuance commitment 

Allen and Meyer (1984) maintain that continuance commitment can be used to refer to anything 

of value that an individual may have invested such as time, money and effort, which would be 

lost or be deemed worthless at some perceived cost to the individual if he/she were to leave the 

organisation. Such investment might include contributions to non-vested pension plans, 

development of organisation-specific skills or status, use of organisational benefits such as 

reduced mortgage rates and so on. The perceived cost of leaving may be exacerbated by a 

perceived lack of alternatives to replace or make up for the for-gone investments (Allen & 

Meyer, 1984). Buitendach and De Witte (2005) posit the view that continuance commitment can 

be conceptualised as the propensity for employees to feel committed to their organisation based 

on their perceptions of the associated cost of leaving the organisation. 



 

 

Cohen (2003) carried out a factor analysis and found that the continuance commitment scale is 

actually a two-dimensional construct, consisting of 'personal sacrifices' and 'low alternatives'. 

The former represents the personal sacrifices (costs) that would result from leaving the 

organisation and the latter represents the role of available employment alternatives in the 

decision to maintain membership in one's organisation. Chelladurai (2006) is of the view that 

employees who continue in an organisation due to the strong costs associated with leaving, are 

less likely to make positive contributions to the organisation than those motivated by affective 

commitment. Evidence from past res a 

more dysfunctional behaviours (Meyer, 

probably due to their lack of emotional 

hat employees with continuance 

citizenship behaviours and exhibit 

v tch & Topolnysky, 2002). This is 

the organisation, as maintaining 

membership in the organisationltb • J's o -{ll}!-;st-CH benefits if they leave, or 
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the unavailability of alternative employment elsewhere. 

4.2.3 Normative commitment 

Normative commitment reflects an employee's feeling of obligation to remam with the 

organization, that is, persons with a strong sense of normative commitment remain m 

organisations because they feel they ought to do so (Sarmad, 2007; Ayeni et al., 2007, Omar et 

al., 2007). According to Bagraim (2003), employees experience normative commitment due to 

their internal belief that it is their duty to do so. Sparrow and Cooper (2003) suggest that 

normative commitment encompasses an employees' felt obligation and responsibility towards an 

organisation and is based on feelings of loyalty and obligation. 



 

 

Jex (2002), on the other hand, is of the view that the most powerful determinant of normative 

commitment is simply the manner in which an organisation treats its employees. A psychological 

contract exists when an employee enters an organisation and it represents an employee's 

perceptions of what he/she feels is reasonable treatment as a member of the organization, for 

example, fair remuneration or cooperative supervision. Normative commitment will therefore be 

high when an employee perceives that the organisation is honouring its end of the psychological 

contract. 

Meyer and Allen (1997) suggest that thes 

not mutually exclusive and that all three 

n s of organisational commitment are 

uence an individual's decision to 

an organisation because thl.J • irori~:llt "'t~ •..a.at;t;eptable (i.e. affective 
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commitment), the cost of leaving the organisation is prohibitive (i.e. continuance commitment) 

and he/she feels obligated to continue working for the organisation. 

4.3 The antecedents of organisational commitment 

Organisational commitment is determined by a number of factors, including personal factors 

(such as, age, tenure in the organisation, disposition, internal or external control attributes; 

organisational factors (job design and the leadership style of one's supervisor); non-

organisational factors ( availability of alternatives) all these things affect subsequent 

commitment. 



 

 

4.3.1 Personal determinants 

This section of this chapter discusses the personal determinants of organisational commitment. 

4.3.1.1 Age 

As many employees age, their level of commitment towards their employing organisations 

increases. Such research indicates a significant relationship between organisational commitment 

and age. Other, researchers (Meyer & 

Loscocco, 1990; Luthans, 1992; Mowday e an, 2000) support the findings that 

et al., 1999; Mathieu & Zajac, 

1990; Mowday et al., 1982). Other proponents hypothesise that older individuals may be more 

committed to their organisations because they have a stronger investment and a longer history 

with the organisation than do younger employees (Harrison & Hubbrard, 1998; Kacmar et al., 

1999). 

Therefore, younger employees are generally likely to be more mobile and to have lower 

psychological investment in the organisation. The older employees become, the less willing they 

are to sacrifice the benefits and idiosyncratic credits that are associated with seniority in the 

organisation (Hellman, 1997). 



 

 

4.3.1.2 Tenure 

Tenure or the length of service of employees contributes towards increasing the employees' 

levels of commitment to the organisation. Some research corroborates the view that a positive 

relationship exists between organisational commitment and tenure (Loscocco, 1990; Luthans, 

1992; Mowday et al., 1982). One possible reason for the positive relationship between tenure and 

commitment may be sought in the reduction of employment opportunities and the increase in the 

personal investments that the individual has in the organisation. This is likely to lead to an 

increase in the individual's psychological rganisation (Harrison & Hubbard, 

tenure is associated with some status and p is induces greater commitment and 

loyalty-to the employing organisation. 
University of Fort Hare 
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However, researchers such as Luthans, McCaul and Dodd (1985) failed to find support for the 

relationship between tenure and organisational commitment. Kinnear and Sutherland's (2000) 

research did not support the relationship between organisational commitment and tenure. This is 

further substantiated by Cramer (1993) who contends that longer tenure is not associated with 

greater commitment when age, rather than age _ at joining the organisation, is controlled. 

Nevertheless, it is possible, as Sekaran (1992) contends that tenure carries an element of status 

and prestige, and this induces greater commitment and loyalty to the employing organisation. 



 

 

4.3.1.3 Level of education 

Research generally indicates an inverse relationship between organisational commitment and an 

individual's level of education. However, the results are not unequivocal (Luthans et al.,- 1987; 

Mowday et al., 1982; Vorster, 1992). Quite a number ofresearchers maintain that the higher an 

employee's level of education, the lower that individual's level of organisational commitment 

(Luthans et al., 1987; Mathieu & Zajac, 1990; Mowday et al., 1982). The negative relationship 

may result from the fact that highly qualified employees have higher expectations that the 

organisation may be unable to fulfil. 

Chusmir (1982) maintains that there between commitment and 

educational qualifications, and 1 roiti~(wf' :i'ttf'oiM'~~bp ~i t • mmitment, particularly 
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for working women. However, the level of education does not seem to be consistently related to 

an employee's level of organisational commitment (Meyer and Allen, 1997). 

Higher levels of education are postulated to enhance the possibility that employees can find 

alternative employment which may reduce their levels of commitment. McClurg's (1999) 

research found that highly educated employees had lower levels of organisational commitment. 

This is supported by other research findings (Luthans et al., 1987; Mowday et al., 1982 and 

Vorster, 1992). 

More educated individuals may also be more committed to their profession. As a result, it would 

become difficult for an organisation to compete successfully for the . psychological involvement 



 

 

of these employees (Mowday et al., 1982). This is because, according to Mathieu and Zajac 

(1990), more highly qualified individuals have a greater number of alternative work 

opportunities. However, Billingsley and Cross (1992) failed to find support for a relationship 

between education and commitment. 

4.3.1.4 . Gender 

The general contention appears to be that 

1998; Mathieu & Zajac, 1990; Mowday e 

more likely to report that they are proud tow--~-=•~- --

c cco (1990) found that women were 

heir organisation, that their values and 

the organisation's values are si · • ...... ,,,.,.,.,.r,i .-"-''"'"""''Jrt ~p -unr~v,::n. any job offered to them . 
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in order to remain with their current employer. 

Several explanations have been offered to account for the greater commitment of female 

employees. Mowday et al. (1982) maintain that women generally have to overcome more 

barriers to attain their positions within the organisation. They argue that the effort required to 

enter the organisation translates into the higher commitment of female employees. Harrison and . 

Hubbard (1998) similarly argue that women display greater commitment because they encounter 

fewer options for employment. 

Numerous researchers have, however, failed to find support for a relationship between gender 

and organisational commitment (Billingsley & Cross, 1992; Ngo & Tsang, 1998; Wahn, 1998). 



 

 

It may, thus, be concluded that a growing body of evidence appears to support either no gender 

differences in organisational commitment or the greater commitment of women (Wahn, 1998). 

4.4 The effect of organisational commitment 

Researchers have studied the consequences of organisational commitment in the workplace, 

especially how it affects factors such as performance, turnover and absenteeism. The different 

effects of organisational commitment on th e ariables are explored below. 

4.4.1 Job performance 

Results from research on the iJ°p1 • ~~~a•~
111

1a1'io iUT\ll?l'Ul~~b performance seem to 
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be inconclusive. In a study of guest workers in an Arab country, Shaw, Delery and Abdulla 

(2003) found organisational commitment to be a significant predictor of overall performance. 

Other research has also found a positive relationship between commitment and performance 

(Steyrer, Schiffinger & Lang, 2008). In similar studies, Cichy, Cha and Kim (2009) investigated 

the relationship between the multidimensional constructs of organisational commitment and 

performance. The results indicated that affective commitment has the strongest positive effect on 

performance, while continuance commitment is negatively related to performance. There was a 

low positive association between normative commitment and performance. 

On the other hand, Mathieu and Zajac (1990) found no relationship between commitment and 

job performance. Hartline and Ferrell (1996) actually established a negative relationship. 



 

 

Chelladurai (2006) is of the view that these inconsistent results are due to several factors such as 

organisational policies, ability of the employee, quality of supervision, the resources made 

available to the employee and the degree to which performance of the task is dependent on other 

people. These factors moderate the commitment-performance relationship, thus . producing 

varying results. Benkhoff (1997) argues that the inconsistent results of the commitment-

performance relationship are due to the use of incorrect instruments to measure organisational 

commitment. 

4.4.2 Turnover and absenteeism 

Compared to the commitment-performance 

organisational commitment wit • 

stronger. This is a critical finding 

1scussed above, the relationships of 

absenteeism seem to be 

teeism can be costly to an 

organisation in terms of recruiting and training new employees, and the loss in production due to 

employees missing work (Chelladurai, 2006). In a study of turnover among correctional 

workers, Wagner (2007) found that organisational commitment has an inverse relationship with 

turnover. That is, higher levels . of organisational commitment are associated with lower levels of 

turnover. The argument is that an employee who feels attached to the organisation is less likely 

to quit and seek employment elsewhere. Other researchers also found a strong negative 

correlation between organisational commitment and turnover and absenteeism (Lambert & 

Hogan, 2009). 



 

 

Meyer and Allen (1997) caution against treating organisational commitment as a unilateral 

concept, and suggest that different components of organisational commitment may have varying 

effects on employee turnover and absenteeism. This is supported by Somers (2009), who used a 

three-component model to study . turnover intentions, turnover and absenteeism. • Affective 

commitment emerged as the most consistent predictor of these outcomes and was the only 

component of commitment with a strong negative relationship with turnover intentions, turnover 

and absenteeism. Normative commitment was inversely related with turnover intentions only, 

commitment correspond with the construe 

because affective and attitudinal commi 

identification with the organisation, and contin 

d calculative commitment. This is 

c one's emotional attachment and 

alculative commitment both represent 

the tendency to remain in the o.1~1LU.11,a LIILULl. . .&Ll>Ll\ll!. t \:l,U'il),,..,,.JIJLJ.leaving (Hogg & Terry, 

2002). 
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The strong association that affective ( attitudinal) commitment has with turnover and absenteeism 

is probably because employees with an emotional attachment to the organisation are less likely to 

engage in withdrawal behaviours or to miss work. Normative commitment is strongly linked to 

turnover intentions because employees who feel that they have a moral obligation to remain in 

the organisation will have no intentions to leave (Meyer & Allen, 1997). This implies that 

management should be cautious about the type of commitment they instil in their employees. 

The preceding discussion suggests affective ( attitudinal) commitment to be the ideal type as it is 

strongly linked to lower turnover and absenteeism rates. 



 

 

4.5 Conclusion 

This chapter reviewed literature related to the concept of organisation commitment; it gave an 

overview of what the term organisational commitment means. Various definitions from different 

scholars were used to explain this phenomenon. The chapter also discussed theories that seek to 

explain the concept of organisational commitment. The chapter also examined factors that 

influence organisational commitment. The consequences of organisational commitment were 

also discussed at the end of the chapter. 

University of Fort Hare 
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Chapter 5 

Literature Review: literature relating job satisfaction, job involvement and organisational 

commitment 

5. Introduction 

The chapter reviews previous 

organisational commitment. 

·ob satisfaction, job involvement and -------..... 

5.1 Previous research relating job satisfactio 

University of Fort Hare 
There has been previous research thafnOOitnl~ftie elaitflnlt1"'.a~l:,(1b(l;ween job satisfaction and job 

involvement, on the one hand and organisational commitment, on the other. Yang and Chang's 

(2008) study looked at how nursing staffs job satisfaction and organisational commitment levels 

change when they perform emotional labour. They examined the relationship among emotional 

labour, job satisfaction and organisational commitment from the perspective of nursing staff. 

After nursing staff responded to questionnaires, the results revealed, among other findings, that 

job satisfaction significantly and positively correlated with organisational commitment. 

Guleryuz et al. (2008) conducted a questionnaire survey on the mediating effect of job 

satisfaction between emotional intelligence and organisational commitment in a sample of 

nurses. The findings of the study were that emotional intelligence was significantly and 



 

 

positively related to both job satisfaction and organisational commitment. Job satisfaction and 

organisational commitment were found to have a significant positive correlation. 

Cramer (1996) studied the relationship between job satisfaction and continuance commitment 

among professional employees in a British engineering company. This research involved the use 

of LISREL with latent variable analysis. The two panel study's findings suggested that the 

relationship between job satisfaction and continuance commitment was false. 

In the study by Mosadeghrah, Ferlie and 

. satisfaction, organisational commitment a 

sample of 629 employees gave responses to 

bout the relationship between job 

n ion among hospital employees, a 

• nnaires. Among other results of that 

r y ~!t!~~:n~d with their jobs and study, 'it was revealed that t 

committed tp their organisations. 
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Another study in a hospital environment is that by Ho, Chang, Shih and Liang (2007) who 

analyzed the effects of job rotation and role stress among nurses on their job satisfaction and 

organisational commitment. A sample of 532 nurses provided data which revealed, among other 

findings, that job rotation could affect their job satisfaction and organisational commitment and 

that job satisfaction has a positive effect on organisational commitment. 

A study of the relationship between the variables of job satisfaction and organisational 

commitment was conducted by Feinstein and Vondrasek (2006) using a sample of employees 

working for a restaurant chain. Analysis was carried out using ANOV A and multiple regression 



 

 

an_alysis. Some of the findings from the sample data were that satisfaction with policies, 

compensation, working conditions and advancement had a significant relationship to 

organisational commitment. 

The study of Kim, Leong and Lee (2005) focused on the effects of service orientation on job 

satisfaction, organisational commitment and intention to leave in a casual dining ch~in 

restaurant. The study' s results were that the variable customer focus of . employees was 

negatively associated with job satisfa ti 

commitment. Among the other findings o 

with organisational commitment(r = 0.3 

satisfaction (0.80) and organisational commit 

• i ely associated with organisation 

tisfaction was positively associated 

the reliability coefficients for job 

being above the threshold of 0. 70 for 

reliability. University of Fort Hare 
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Xiaohua (2008) produced research findings that suggested that that motivation of government 

employees and their job satisfaction were efficient predictors of their performance. However, 

public servants' motivation was found to explain more variance in performance than job 

satisfaction, supporting the idea of a modest correlation between job satisfaction and 

performance. The findings of the study further revealed that the indirect effects o_f organisational 

commitment on performance are achieved by job performance. 

IT n T~ 



 

 

Joo and Lim (2009) studied the impact of personal characteristics and contextual characteristics 

on employees' extrinsic motivation and organisational commitment. Employees were found to 

exhibit the highest organisational commitment when they perceived higher learning culture or 

greater job complexity. 

A study by Markovits, Davis and Van Dick (2007) looked at job satisfaction and organisational 

comm!tment among Greek private and public sector employees. A profiles-based approach to 

approach towards studying organisatio a 

• commitment was the most influential com 

of intrinsic and extrinsic job satisfaction. 

nfirming the utility of the profiles 

the study found that affective 

s tional commitment regarding levels 

University of Fort Hare 
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A recent study was conducted in Turkey by Gunlu, Aksarayle and Percin (2010) regarding the 

relationship between job satisfaction and organisational commitment among hotel managers. 

Basically the study looked at the relationship between job satisfaction and organisational 

commitment. It also looked at whether there was a significant relationship between the 

characteristics of the sample, job satisfaction and organisational commitment. The results 

obtained from this study indicated that extrinsic, intrinsic and general job satisfaction have a 

significant effect on normative and affective commitment. The findings further suggested that 

the dimensions of job satisfaction had no significant impact on continuance commitment among 

the hotel managers. 



 

 

Lambert and Hogan (2009) studied the importance of job satisfaction and organisational 

commitment in shaping turnover intent among correctional facility employees. Staff members of 

the maximum security prison were surveyed and multivariate ordinary least squares regression 

equations were used. The results of this study indicated that age, job satisfaction and 

organisational commitment directly influence turnover intent. 

Chang, Shih and Lin (201 0) conducted a cross-sectional questionnaire survey to study the 

commitment for school health nurses. T 

empowerment did not fully mediate the rel t 

empowerment due to the strong direct 

satisfaction and organisational 

job satisfaction and organisational 

job satisfaction and organisational 

empowerment. The influence at:Jl t=Srtlhtlr"t.,re.rn..i:n1L. .. lftttv10 r 0.wu.w."""'-'L.L'.,__,_mitment was mediated 
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through job satisfaction. The researchers suggested that improving job satisfaction levels of 

school health nurses would help school leaders achieve greater organisational commitment. 

5.2 Previous research relating job involvement and organisational commitment 

The organisational commitment meta-analysis conducted by Mathieu and Zajac (1990), revealed 

that among the foci of commitment, the job involvement and organisational commitment 

relationship is frequently investigated. The two variables are also considered to influence some 

forms of work-related behaviour independently. O'Reilly and Chatman (1986) reported that job 

involvement is an outcome of psychological commitment to an organisation. They also argued 

that job involvement is included in the category of independent variables that are relevant to 
·-

organisational commitment. They further averred that employees who display high levels of 



 

 

organisational commitment and job involvement may be the least likely to engage in voluntary 

turnover. 

Chin-chih Ho (2006) investigated the relationship between work values, job involvement and 

organisational commitment among Taiwanese nurses. The data was collected using a survey 

questionnaire which included socio-demographic data, work values, job involvement and 

related to organisational commitment. Sub e 

play an important role in mediating the r 

nd job involvement was positively 

r vealed that job involvement could 

en work values and organisational 

commitment, and that establish~~ a higher level o Job involvement among employees may be 
university of Fort Hare _ • 

more important than focusing only o~M q . • Jt was further anticipated that 

improving various work-related attitudes would result in reduced turnover and absenteeism and 

more effective organisations. 

Uygur and Kilic (2009) studied the level of organisational commitment and job involvement of 

the personnel at Central Organisational, Ministry of Health, in Turkey. Questionnaires were 

. distributed to a total of 210 subjects. Of this number, 180 (86%) returned the questionnaires and 

of these, 168 were found to be useable. A significant positive correlation was found between 

organisational commitment and job involvement (r = 0. 44,p < 0.001). 



 

 

In a study on the effects of organisational commitment, job involvement and culture on 

employee voluntary turnover, Fletcher (1998) found that organisational commitment and job 

involvement are positively associated. 

Fostering job involvement is an important organisational objective because many researchers 

consider it to be a primary determinant of organisational commitment (Pfeffer, 1994) and 

individual motivation (Hackman & Lawler, 1971). These links stem from the theoretical notion 

that being immersed in one's work incre s 

organisational commitment and other 

(Diefendorff et al. , 2002). 

rocesses, which in tum influence 

, like turnover and absenteeism 

University of Fort Hare • 
In a study by Knoop (1995), the rela~8~ . ~f?JleEit'e1felftettitudes toward work and the 

job were investigated using a sample of 171 nurses. The hypothesis was that involvement in 

work, commitment to the employing organisation and overall satisfaction with the job would be 

significantly correlated. The results indicated the degree of the relationship between commitment 

and job involvement to be moderately high. 

In a study conducted by Sjoberg and Sverke in a Swedish Emergency Hospital (2000), it was 

found that organisational commitment and job involvement are significantly positively 

correlated. Blau and Boal (1989) found that nurses with a higher level of job involvement and 

organisational commitment had significantly less unexcused absences than nurses with lower 

levels of job involvement and organisational commitment. 



 

 

There are studies claiming that there is a negative correlation between educational status and 

organisational commitment and job involvement (Angle and Perry, 1981; Sommer et al., 1996). 

As a result of a study they conducted, however Mathieu and Zajac (1990) pointed out that there 

is no strong correlation between educational status and organisational commitment and job 

involvement. 

5.3 Previous research relating job s 

commitment 

satisfaction, job involvement and organisational commitment. A sample of 274 employees from 
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the public health sector and human ser7Jg~ffl~ffl~de ~'ttJ'Jie study indicated that there is 

a moderately positive correlation between job satisfaction and organisational commitment. 

Moynihan and Pandey (2007) also argued that managers had greatest influence over job 

satisfaction and the least influence over job involvement. 

Warsi, Fatima and Sahibzada (2009) conducted a study focusing on organisational commitment 

in relation to other. variables; among those variables was job satisfaction. The sample was made 

up of public sector employees. The results obtained from the sample indicated that there was a 

positive, strong and significant relationship between job satisfaction and organisational 

commitment. The results also indicated that there was a moderate positive correlation between 

job involvement and organisational commitment. 



 

 

Ha-Young and Hyun (2009) conducted a study with the prime aim to analyze an empirical test to 

classify workers' character in private and public organisations. • They sought to answer the 

question, "what are important organisational determinants of job involvement and job 

satisfaction?" The findings of the study suggested that job satisfaction has greater power to 

influence organisational commitment than job involvement. They further argued that an increase 

in the work content and wage satisfaction results in an increase in organisational commitment. 

5.5 Conclusion 

The chapter reviewed literature relating jo job involvement, on the one hand 

and organisational commitment on the other. 
University of Fort Hare 

Together in Excellence 



 

 

Chapter 6 

Method of investigation 

6. Introduction 

This chapter provides an outline of the research methodology employed in this study. The 

sample, sampling method, measuring instrument, procedure for data coll,ection and statistical 

techniques utilized are described. 

6.1 Population 

University of Fort Hare 
• Toaether in Excellence 

According to Sekaran (2003), the population of a study is the entire group of people, events, or 

things of interest that the researcher wishes to investigate. It is the aggregate of all units that have 

a chance of being included in the sample to be studied. The population involved in the present 

study will be the male and female lower-level employees of motor car manufacturing companies 

as represented by Mercedes Benz South Africa (MBSA), in East London. The population for this 

research includes about 1000 employees from MBSA, East London. From the total population 

10% of the lower-level employees were used as a sample. Their job titles includes; assemblers, 

material handlers, inspectors, machine-operators, coordinators and drivers. 



 

 

6.2 Selection of the sample and sampling procedure 

Gray (2004) defines a sample as a set of objects, occurrences or individuals selected from a 

parent population for a research study. The sample selected was a fairly large portion of the non-

managerial employees of MB SA and was thus fairly well representative of the population. In this 

sense, the characteristics of the sample represent those of the entire population. The method used 

to collect the sample in this study was th 

100 lower-level employees of Mercedes B 

sampling was used because it ensures repr s 

sampling is a probability sampling method, 

generalisability of results. Random 

element in the population has some 

known chance or probability of sw~m a.\S-Ulbll:OV{Uma _.._..J'f'., In this study employees 
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were divided according to their work stat10ns, for example work station 1, 2, 3, 4, etc. Each work 

station represented a stratum. To ensure that samples adequately represented the relevant strata 

(work stations), respondents were randomly selected from within strata, that is, from each work 

station using a table of random numbers. 

The sampling procedure for the research began with a preliminary compHation of a sampling 

frame. A sampling frame is "a complete list in which each unit of analysis is mentioned only 

once". The sampling frame was required for clarity about the population of interest. As stated 

before, a table of random numbers was used to ensure that the sample was representative of the 

sample frame. The research site (i;e. Mercedes Benz South Africa East London) was visited for 

data collection. 



 

 

The advantage of 1,1sing this sampling procedure is that it has the least bias and offers the most 

generalisability. HoweverUma (2003) argued that, because every person or item in a population 

has to be listed before the corresponding random numbers can be read, this method is very 

cumbersome to use for a large population, hence the decision to focus on only Mercedes Benz 

South Africa in East London as a representative of the motor industry. 

6.3 Biographical and occupational description of the sample 

This section presents the demographic a 

characteristics include age, gender, marital s 1 

organisation and job tenure. 

c I aracteristics of the sample. These 

1 qualifications, position held in the 
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The age distribution of the respondents that participated in this study is illustrated in Figure 1, 

the gender distribution in Figure 2, the marital status distribution in -Figure 3, the education 

qualification distribution in Figure 4, the distribution according to job titles in figure 5, and the 

distribution acc~rding to organisational tenure in Figure 6. 



 

 

Figure 1: Age of the respondents 

Age of the Respondents 
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Figure 2, shows the age distribution of respondents. It shows that 39.8% of the respondents were 

between the ages of 31 and 40, 35.7% were between the ages of20 and 30, 19.4% were between 

the ages of 41 and 50 and 5 .1 % were 51 years old or above. 



 

 

Figure 2: Gender distribution of the respondents 

Gender of the respondents 
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Figure 3 shows that 80 respondents (80%) were male and 20 respondents (20%) were female. 



 

 

Figure 3: Marital status of the respondents 
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Figure 3, shows that 52% of the respondents were married, 40.8% were single, 6.1 % were 

divorced and 1 % were widowed. 



 

 

Figure 4: Educational qualifications of the respondents 

Highest level of education attained 
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Figure 4 shows that 86% of the respondents had Grade 12 or below, 13% had post-high school 

certificates and 1 % did not specify what kind of qualifications they had. 



 

 

Figure 5: Position held in the organisation 
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Figure 5 shows that 30.6% of the respondents held the position of assembler; 27.6% were 

material handlers, 11.2% were inspectors 10.2% were machine operators, another 10.2% were 

co-coordinators, and 6.1 % were drivers. However, 4.1 % did not specify their positions in the 

organisation. 



 

 

Figure 6: Number of years in the organisation 
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Figure 6 presents the distribution of tenure of the respondents in the organisation. A total of 

26.5% had been employed by the organisation for four years or less, 26.6% for five to nine years, 

13.3% for 10 to 14 years, 22.4% for 15 to 19 years, 6.1% for 20 to 24years, and 5.1% for 25 

years or more. 



 

 

6.4 Research instruments 

A four-part questionnaire was used to collect the data. Nachmias and Nachmias (1996) define a 

questionnaire as a list of questions that is presumably formulated, constructed and sequenced to 

_produce the most constructive data in the most effective manner. The questionnaire method was 

used because questionnaires: 

o translate the research objectives int s 

o standardise the questions and the 

identical stimuli; 

that are asked of the respondents; 

so that all participants respond to 

o speed up the process of data analysis; 
University of Fort Hare 

0 ask the respondents the same To~~er in Excellence 

o are less expensive; and 

o • offer greater anonymity. 

The questionnaire used in this study was self-administered and given by hand. It was 

accompanied by a covering letter addressed to the prospective respondents. 

The questionnaire consisted of the following four parts: 



 

 

6.4.1 The biographical and occupational data questionnaire 

The first part tapped data related to biographical and occupational variables, that is, age, gender, 

marital status, educational qualifications, position held in the organisation, and tenure. This data 

was tapped with a view to obtaining a clear understanding of the sample used in the study. 

scale. This scale measures job involvement o 

's (1982) 10-item job involvement 

nt Likert scale with responses ranging 

from "Strongly disagree" (1 ) to " ( .J.K.JatfllltllE~ ;ound this scale to have a 
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Cronbach Alpha coefficient of 0.81, which indicates a reasonably high level of internal 

consistency, and therefore a reasonably high level of reliability and construct validity. 

6.4.3 Halpern's (1966) job satisfaction scale (JSQ) 

The third part of the instrument consisted of Halpern's (1966) job satisfaction questionnaire. It is 

a seven-point Likert scale ranging from ,.'Very dissatisfied" (1) to ''Very satisfied" (7). The scale 

measures satisfaction both of Herzberg's (1959) motivator and hygiene aspects of the job 

(Halpern 1966). Fields (2002) reports that this job satisfaction scale has an alpha co-efficient 

ranging from 0.81 to 0.90 



 

 

6.3.4 MoWday et al. 's Organisational Commitment Questionnaire 

The fourth part of the questionnaire was adopted from Mowday et al. (1979). It is a 15- item 

questionnaire that measures organisational commitment, using a five-point Likert scale ranging 

from "Strongly disagree" (1) to "Strongly agree" (5). This questionnaire, referred to as the 

Organisational Commitment Questionnaire (OCQ) was developed on the basis of Mowday, et 

al. 's (1979) definition of organisational commitment, i.e., "a strong belief in, and acceptance of, 

onsiderable effort on behalf of the 

organisation; . and a strong desire to maintai e organisation." 

This instrument has been tested with severa h as public employees and university . 
employees. Such tests have yi 1 1 m 0.82 to 0.93 with a 

Together in Excellence 
median value of0.90 (Reyes & Pounder, 1993). 

Mowday et al.' s (1979) research indicates that the OCQ is correlated with the Organisational. 

Attachment Questionnaire, with convergent validities across six diverse samples ranging from 

0.63 to 0.70. In addition, they demonstrated convergent validity by indicating that OCQ scores 

were positively correlated with work-oriented life interest and supervisor ratings of subordinates' 

commitment. Mowday et al. (1979) also demonstrated evidence of discriminant validity, 

reporting low correlations between scores on the OCQ and measures of job involvement, career 

satisfaction, and job satisfaction. Finally, they indicated that the OCQ . has predictive validity 

based on its correlation with voluntary turnover, absenteeism and job performance. 



 

 

The rationale for the use of the OCQ in the present study is that it is a reliable and valid 

instrument for the measurement of organisational commitment, and it is standardized for the 

South African situation (Kacmar et al., 1999). 

6.4 Administration on the questionnaire 

frank responses. The covering aISDJf:.»J1lta~,neia, ~dy, as well as assuring 
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respondents of the confidentiality of all mformation provided. Respondents were also provided 

with detailed instructions as to how the questionnaires were to be completed and returned. This 

was also reinforced on the days of completion of the questionnaires by the researcher orally, so 

that the respondents could for clarity where it was needed. The rationale behind providing clear 

instructions and assuring confidentiality of information was that this significantly reduces the 

likelihood of obtaining biased responses (Sekaran, 2003). 

Respondents' names were not asked for. This was done to give them an assurance that their 

responses would be kept confidential. This approach involves the researcher having direct 

contact with the respondents. The researcher utilized this method because it is less expensive, 



 

 

ensures anonymity of the respondents and has a high return rate as the researcher can make 

follow-ups for unreturned questionnaires. 

The main advantage of this is that the researcher or a member of the research team can collect all 

the completed responses within a short period of time. Any doubts or questions that the 

respondents might have on any question can be clarified on the spot. The researcher . is also 

afforded the opportunity to introduce the research topic and motivate the respondents to offer 

honest answers. This· approach involve 

artment of Mercedes Benz. South 

Africa made the administration process mu er. This was facilitated by the HR 

Manager who arranged one to one and the prospective 

respondents for purposes of que§tJ.b· ~:i\tlrud~:h.t$1tl\lttom ort Hare 
Together in Excellence 

6.6 Methods of Analysis 

. In analyzing the data collected, graphs were used to describe the data. Also descriptive statistics, 

Pearson Correlation and Multiple Regression Analysis were employed to analyze the collected 

data. 



 

 

6.6.1 Descriptive statistics 

Descriptive statistics describe the phenomena of interest (Sekaran, 2003). They include the 

analysis of data using frequencies, dispersions of dependent and • independent variables and 

measures of central tendency and variability and to obtain a feel for the data (Sekaran, 2003). 

The mean and standard deviation will primarily be used to describe the <lat.a obtained from the 

JSQ, TIS and the OCQ. 

6.6.2 Inferential statistics 

Inferential statistics allow the researcher t 

format to facilitate the identification of important patterns and to make data analysis more 
University or Fort Hare 

meaningful. According to Sekaran • •. ll1 i fe~ployed when generalisations 

from a sample to the population are made. The statistical methods used in this research include 

the Pearson Product Moment Correlation and Multiple Regression Analysis. 

6.6.2.1 The Pearson Product Moment Correlation 

For the purposes of determining whether a statistically significant relationship exists between job 

involvement and job satisfaction on the one hand, and organisational commitment on the other, 

the Pearson Product Moment Correlation Coefficient was used. 

It provides an index of the strength, magnitude and direction of the relationship between two 

variables at a time (Sekaran, 2003). The Product Moment Correlation Coefficient is, therefore, 

suitable for the purposes of the present study. 



 

 

6.6.2.2 Multiple Regression Analysis 

Multiple Regression Analysis: is a multivariate statistical technique that is used for studying the 

relationship between a single dependent variable and several independent variables. It provides a 

method to predict the changes in the dependent variable in response to changes in more than one 

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). 

6. 7 Delimitation of the study 

Given the logistical constraints such as shortage of resources and time, the study focused on 
. University of Fort Hare 

Mercedes Benz South Africa (M~ei eF'I 1 - n~ tern • Cape Province, as a 

representative of the motor-car industry. The study only considered lower-level employees - both 

male and female - from MBSA. 

6.8 Ethical considerations 

The researcher observed and abided by the three major areas of ethical concern, ethics of data 

collection and analysis, treatment of human subjects, and the ethics of responsibility to society 

(Reese & Fremouw, 1984). To successfully conduct the study, several ethical issues were 

addressed during the process of collecting data. In this regard, permission to carry out the study 

in the designated organisation was sought from respective senior managers. The researcher also 



 

 

obtained informed consent from the participants through the covering letter; all responses were 

. treated as confidential; and the respondents as anonymous. 

The researcher informed the respondents orally of their right to acceptance or withdrawal from 

participation in the research at any point in time during the research. Respondents were also 

informed by means of the covering letter that the information sought was solely for academic 

purposes. Finally the researcher, to the best of his ability, ensured that no harm befell any of the 

the study. 

Research should also avoid posing a threat t hysical, mental and emotional health. 

Thus, in conducting the resear HuW<ei1~ U1W M reslwirtl~r regarding ethics. This 
Together in Excellence 

involved following a number of ethical practices: 

o non-deception of research respondents 

o debriefing of respondents regarding the study, that is, its purpose and duration 

o contribution of the research to the general good of the organisation 

o obtaining respondents' consent that is fully informed and voluntary ( done mainly by 

means of the covering letter) 

o individual rights to privacy were observed, through confidentiality of research results . 

o transparency of research methods to allow for reliability 

Attached to each copy of the study questionnaires was a covering letter. The covering letter was 

used to achieve some of the above-mentioned ethical considerations. 



 

 

6.9 Conclusion 

The research methods utilized in this study were explained in this chapter. More specifically, the 

sample and its selection, the measuring instrument used, the statistical methods used in testing 

the hypotheses, delimitation of the study and the ethical considerations observed were discussed 

in this chapter. 

University of Fort Hare 
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Chapter 7 

Results 

7. Introduction 

The previous chapter described the research methodology used in this study. The present chapter 

focuses on the results obtained based on the statistical anal 

7.1 Coefficient Alpha 

Cronbach's Coefficient Alphav or . the joq invol'[e~nt SCij~, job satisfaction scale and 
n1vers1ty 01 .rort .ttare 

organisational commitment scale as 1'l • @.~.~~~~~WI= 0.81 ; a= 0.82 and a 0.83 

respectively. All three are considered to be within the acceptable range to support reliability of 

the scales used. 

7 .2 Descriptive statistics 

The descriptive statistics in the form of arithmetic means and standard deviations were comp1,1ted 

for Halpern's (1966) Job Satisfaction questionnaire, Kanungo's Job Involvement questionnaire 

(1982) and Mowday et al.' s (1979) Organisational Commitment Questionnaire. These are 

presented in Table 1 together with the number of cases (sample size) that responded to each 

questionnaire. 



 

 

Table 1: Mean, standard deviation and total number of cases in relation to organisational 

commitment, job satisfaction, and job involvement 

Organisational 

commitment 

Job satisfaction 

Job involvement 

Mean 

51.29 

38.43 

33.92 

Std. Deviation N 

11.217 100 

13.383 100 

100 

University of Fort Hare 
• Together in Excellence 

The level of organisational commitment, job satisfaction, and job involvement among the sample 

of 100 lower level employees at Mercedes Benz South Africa, east London is depicted in Table 

1. The results indicate thctt organisational commitment has a mean of 51.29 and a standard 

deviation of 11.217. The results also indicate that the mean for job satisfaction is 38.43 and the 

standard deviation is 13.383. The results also indicate that job involvement has a mean of 33.92 

and a standard deviation of 7.519. 



 

 

7.3 Hypothesis testing 

This study sought to investigate the relationship between job involvement and job satisfaction, 

on the one hand, and organisational commitment, on the other. It also sought to determine the 

relative strength of the association of each of the two independent variables Gob involvement and 

job satisfaction), on the one hand, with organisational commitment, as a dependent variable, on 

the other. 

used. To measure job satisfaction, Halpern 

-point Likert-type rating scale was 

even-point Likert-type rating scale 

five-point Likert-type rating sell ·.¥; a Qtj r means of the Pearson 
Together in Excellence 

Product Moment Correlation Technique, and Multiple Regression Analysis. 

Table 2: Pearson inter-correlations of job satisfaction, job involvement and organisational 

commitment 

Organisational Job satisfaction Job involvement 
commitment 

Organisational --- .62** .53** 
commitment 

Job satisfaction .62** --- .44** 

Job involvement .53** .44** ---

*n = 100 ** Significant to 0.01 



 

 

Hypothesis 1 

The first null hypothesis of the study (Ho) was stated as, "there is no significant positive 

correlation between job satisfaction and organisational commitment" and the corresponding 

alternative hypothesis (H1) was that, "there is a significant positive correlation between job 

satisfaction and organisational commitment". 

This hypothesis was tested by means of the Pearson Product Moment Correlation technique.· The 

correlation coefficient between overall jo 

was found to be r = 0.62; p < 0.001. T s two variables are significantly and 

alternative hypothesis. 
University of Fort Hare 

, Together in Excellence 
Table 3: Correlation for overall job satisfaction, extrinsic job satisfaction and intrinsic job 

satisfaction · 

Extrinsic Intrinsic Overall Satisfaction 

Extrinsic (Pearson --- .83** .57** 

Correlation) 

Intrinsic (Pearson .83** --- .54** 

Correlation) 

Overall Satisfaction .57** .54** ---

(Pearson Correlation) 
-

*n = 100 ** Correlation is significant at 0.01 



 

 

The two mam components of overall job satisfaction, that is, intrinsic and extrinsic job· 

satisfaction were found to be highly inter-correlated. The correlation coefficient between the two 

was r = 0.83; p < 0.001. This suggests that both are highly correlated with overall organisational 

commitment. The results also indicated that there is a highly significant relationship between 

overall job satisfaction and extrinsic job satisfaction (r = .57, p < 0.01). There is also a highly 

significant positive relationship between overall job satisfaction and intrinsic job satisfaction (r = 

.54,p < 0.01). 

Table 4 below indicates the relationshi rganisational commitment and its 

dimensions. The three main components of o 

al., 1979, that are, loyalty H!"+-''.t'-.,.,..tJil JSl~~LSa.-tl.f.l ~t!ty), acceptance of the 

organisation's values and goals (Valul'~I great deal of effort on behalf 

of the organisation _(Effort). These are all highly inter-correlated with overall organisational 

commitment (see Table 4). The correlation between Loyalty and overall organisational 

commitment is r = 0.91; p < 0.001. Between Value and overall organisational commitment, the 

correlation is r = 0.99; p < 0.001. For Effort and overall organisational commitment, the 

correlation is r= 0.98;p < 0.001. 

These high correlations suggest that all three components of organisational commitment are as 

significantly positively correlated with _ overall job satisfaction as overall organisational 

commitment. These · high correlations also suggest that the subcategories of job satisfaction 



 

 

(intrinsic and extrinsic job satisfaction) are highly correlated with the subcategories of 

organisational commitment (Loyalty, Value and Effort). 

Table 4: Inter-correlations for the subscales of organisational commitment 

Overall 

organisational 

commitment 

Loyalty Va ffort 
l7 
17 

Loyalty 84 ~~ Ill IN I VIDE J 2** .91 ** ' LUMINE BIMUs 
TUO LUMEN y (Pearson \ -_-

/ -
Correlation) --- Uni versity of Fi Drt Hare 

'Ji"'- - -.LL --- .:~ r;r .. ,.,,.. hllnr1,,..,,.. 

Value .84** ..& '-'~ VL-• ---• .,_, ._ -•-~ -- :9!>"*-~ - .99** 

(Pearson 

Correlation) 

Effort .82** .99** --- .98** 

_(Pearson 

Correlation) 

Total .91 ** .99** .98** ---

organisational 

commitment 

*n = 100 **. Correlation is significant at 0.01 

2T 101JZ ----i ---



 

 

Hypothesis 2 

The second null hypothesis of the study (Ho) was stated as, "there is no significant positive 

correlation between job involvement and organisational commitment" and the corresponding 

alternative hypothesis (H1) was that, "there is a significant positive correlation between job 

involvement and organisational commitment". 

This hypothesis was tested by means of th 

correlation coefficient between job involv 

r = 0.53; p < 0.001. This shows that th i, 

oment Correlation technique. The 

t positive association between job 

involvement and organisational commitment. ·- ~ -- o a rejection of the null hypothesis and 

acceptance of • the alternative U • • • tR 41 ~bcategories of overall 
Together in Excellence 

organisational commitment (Loyalty, Value and Effort) are highly inter-correlated (see Table 2) 

suggests that job involvement is highly correlated with each of these. 



 

 

Hypothesis 3 

The third null hypothesis of the study (Ho) was stated as, "there is no additive effect between job 

satisfaction and job involvement whereby the two put together account for a higher proportion of 

variance in organisational commitment than each of them separately" and the corresponding 

alternative hypothesis (H1) was that, "there is an additive effect between job satisfaction and job 

involvement · whereby the two put together account for a higher proportion of variance in 

organisational commitment than each of them separately". This hypothesis was tested by means 

of Multiple Regression Analysis (see Tabl 4 

hand, and organisational com ' t Fort Hare 
Toaether in Excellence 

Multiple R 0.70 

R-Squared .47 

Adjusted R-Squared 0.46 

Standard Error 0.44 

F 44.00 

SignF 0.000* 

Variable Beta T SigT 

Job satisfaction 0.48 5.90 0.000 

Job involvement 0.32 3.95 0.000 



 

 

Table 5 presents the results of the regression analysis, regressing organisational commitment 

(dependent variable) against the independent variables, that is, job involvement and job 

satisfaction. The results indicate that the multiple correlation value is 0.70, with the R-squared 

value being 0.47. This indicates that approximately 47% of the variance in organisational 

commitment can be attributed to the independent variables (job satisfaction and job involvement) 

entered into the regression. The F-statistics of 0.44 is significant at the 0.001 level indicating that 

this is a highly significant relationship. 

Table 5 shows a Beta weight of~ = 0.48; 

and organisational commitment. This mea 

variance in organisational commitment 

elationship between job satisfaction 

ion accounts for 0.48 or 48% of the 

a highly significant proportion of 

variance. The same table (Tab .J. JUE1r.s1~-l!!i,1RJ1w-~1a Wt3¼1!'LL bA- t.:JL.L'-1:.JL 0.32; p < 0.001 for the 
Together in Excellence 

relationship between job involvement and organisational commitment. This means that job 

involvement accounts for 0.32 or 32% of the variance in organisational commitment, and that 

this is a highly significant proportion of variance. While job satisfaction accounts for a higher 

amount of variance in organisational commitment, than job involvement, therefore, both account 

for a highly significant proportion of variance .. 

Table 5, however, shows that R-squared is R2 = 0.47. This means that the two independent 

variables, ~hat is, job satisfaction and job involvement, together account for 0.47 or 47% of the 

variance in organisational commitment. This result is in support of Ho of hypothesis 3 in that, 

though 0.47 is higher than the Beta weight for job involvement(~= 0.32), it is lower than that 

for job satisfaction (~ = 0.48). The two independent variables therefore do not have an additive 



 

 

effect that results in them accounting for a greater- among of variance m organisational 

commitment than the two of them independently. 

The results therefore lead to the acceptance of the null hypothesis that there is no additive effect 

between job satisfaction and job involvement whereby the two put together account for a higher 

proportion of variance in organisational commitment than each of them separately. The lack of 

an additive effect of job satisfaction, and job involvement is robably due to the high correlation 

between the two variables (r = 0.44; p < 0. 

7.4 Conclusion 
University of Fort Hare 

In conclusion this chapter presentedrf?Pcfb1Jiraill Jfp119ieli~vtf&ents for job involvement, job 

satisfaction and organisational commitment. The measure showed that the scales used in this 

study have a high internal consistency and are thus highly reliable and valid. The Pearson 

Product Moment technique was also used to analyze the data of the study in relation to the 

hypotheses. Two of the research hypotheses were supported. These are that (i) there is a 

significant positive correlation between job satisfaction and organisational commitment, and that 

(ii) there is a significant positive correlation between job involvement and organisational 

commitment. 

There were clear indications that the positive correlation between -job satisfaction and 

organisational commitment applies to the subscales of both variables as well. These were also 

clear indications that the positive relationship between job involvement and organisational 



 

 

commitment applies to the components of organisational commitment as well. The third 

hypothesis that there is an additive effect between job satisfaction and job involvement whereby 

the two put together account for a higher proportion of variance in organisational commitment 

than each of them separately was not supported by the findings of this study. 

University of Fort Hare 
Together in Excellence 



 

 

Chapter 8 

Discussion of results 

8. Introduction 

While the previous chapter presented the results of the data analyses, this chapter will discuss the 

results in relation to the hypotheses and p 

will be highlighted and recommendations 

8.1 Discussion of the results inlJ • 

/; 1 dings. The limitations of the study 

will also be made. 

Together in Excellence 

8.1.1 Hypotheses 1: findings 

The first null hypothesis of the study (Ho) was stated as: "there is no significant positive 

correlation between job satisfaction and organisational commitment," and the corresponding 

alternative hypothesis (H1) was that: "there is a significant positive correlation between job 

satisfaction and organisational commitment." 

This hypothesis was tested by means of the Pearson Product Moment Correlation technique. The 

correlation coefficient between job satisfaction and organisational commitment was found to be r 

= 0.62; p < 0.001. This shows that the two variables are significantly and highly positively 



 

 

correlated. This leads to a rejection of the null hypothesis and acceptance of . the alternative 

hypothesis. 

The two mam components of overall job satisfaction, that is, intrinsic and extrinsic job 

satisfaction were found to be highly inter-correlated. The correlation coefficient between the two 

was r = 0.83;p < 0.001. This suggests that both are highly correlated with overall organisational 

commitment. The results also indicated that there is a highly significant relationship between 

, p < 0.01). There is also a highly 

significant relationship between overall jo trinsic job satisfaction (r = .54, p < 

0.01). 

University of Fort Hare 
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The three main components of organisational commitment, according to Mowday et al. (1979), 

that is, Loyalty, Value and Effort, are all highly correlated with overall organisational 

commitment (see Table 2). The correlation between Loyalty and overall organisational 

commitment is r = 0.91; p < 0.001. Between value and overall organisational commitment, the . 

correlation is r = 0.99; p < 0.00 l. For Effort and overall organisational commitment, the 

correlation is r = 0.98; p < 0.001. These high correlations suggest that all three components of 

organisational commitment are as significantly positively _ correlated with job satisfaction as 

overall organisational commitment. 



 

 

The significant positive correlation between job satisfaction and organisational commitment that 

was found in the present study suggests that job satisfaction is an important factor whose 

presence must be ensured in an organisation. Such a significant positive correlation was also one 

of the findings in the study carried out by Yang and Chang (2008) involving a sample of nursing 

staff. The study carried out by Guleryuz et al. (2008) also found a significant positive 

relationship between job satisfaction and organisational commitment (r = 0.667,p < 0.01). 

Mosadeghrah et al. (2008), in their s 

organisational commitment among the sa 

that study, it was found that the employees' 

levels of job satisfaction and 

mployees. Among other results of 

nd organisational commitment were 

highly inter-related. These findings are both in sup,Port of the findings of the present study, 
. . . . t;rniversity or Fort Hare 

despite the different working envuorrtpff§~ther in Excellence 

Ho et al. (2007), in their study, found that job satisfaction and organisational commitment are 

significantly positively correlated. These findings concur with those of the present study 

In the study by Warsi et al. (2009), job satisfaction was found to be significantly positively 

correlated with organisational commitment (r = 0.652, p < 0.0 I). These findings provide further 

support for the findings of the current study. 



 

 

The study of Kim et al. (2005) also concurred with the findings of the present study. In that 

study, which was conducted among employees in a dining restaurant, job satisfaction was 

significantly positively associated with organisational commitment (r = 0.32, p < 0.01 ). 

A study by Markovits, Davis and Van Dick (2007) investigated the relationship between job 

satisfaction and organisational commitment among Greek private and public sector employees. A 

profiles-based approach to organisational commitment was adopted. In addition to confirming 

satisfaction were most strongly related was a 

• ch both intrinsic and extrinsic job 

ent. 

University of Fort Hare 
A recent study was conducted in Tuff8g~ h~iJPltJt tf~fWfi~l}d Percin (2010) regarding the 

relationship between job satisfaction and organisational commitment among hotel managers. The 

study investigated whether there was a significant relationship between the characteristics of the 

sample, job satisfaction and organisational commitment. The results obtained from this study 

indicated, inter alia, that extrinsic, intrinsic and general job satisfaction have a significant effect 

on normative and affective commitment. The findings further suggested that the dimensions of 

job satisfaction had no significant impact on continuance commitment among the hotel 

managers. 



 

 

Chang, Shih and Lin (2010) conducted a cross-sectional questionnaire survey to study the 

mediating role of psychological empowerment on the relationship between job satisfaction and 

organisational commitment for school health nurses. The findings of the research were that 

psychological empowerment did not fully mediate the relationship between job satisfaction and 

organisational commitment due to the strong direct effect of job satisfaction on organisational 

commitment. The influence of empowerment on organisati~mal commitment was mediated 

through job satisfaction. The researchers suggested that improving the job satisfaction levels of 

school health nurses would help school lea e. 

Moynihan and Pandey (2007) conducted e comparison of job satisfaction, job 

services managers. The resultSJs.lltllW;el~lt ait1j:}~:,-p.1:e:um~ test influence over job 
Together in Excellence 

. satisfaction and the least influence over job involvement. In the study, it was also shown that 

there was a moderately positive correlation between job satisfaction and organisational 

commitment. 

In line with the current findings, Buitendach and De Witte (2005) found evidence of a 

relationship between organisational commitment and job satisfaction based on their research 

among 178 maintenance workers in a parastatal company in South Africa. 



 

 

In the study of Ssesanga and Garrett (2005), it was found that mainly extrinsic factors of job 

satisfaction contributed to the dissatisfaction of academic professionals, while intrinsic aspects 

generally led to job satisfaction. 

While many studies generally support a positive association between job satisfaction and 

organisational commitment, the causal ordering between these two variables is both controversial 

and contradictory (Martin & Bennett, 1996). According to Mowday et al. (1 982), "although day-

to-day events in the workplace may affect .,.,._:~~-::~~, • .,, f 1 of job satisfaction, such transitory 

events should not cause an employee to re e 

organisation." 

University of Fort Hare 
However, Kalleberg and Mastekaasantai ft bP ~fpc1e research . on the relationship 

betweenjob satisfaction and organisational commitment has not shown any consistent and easily 

reconcilable findings. Accordingly, Lincoln and Kalleberg (1990); Porter et al. (1974); Tett and 

Meyer (1993) maintain that a job satisfaction-to-organisational commitment model assumes that 

job satisfaction is a cause of organisational commitment. While a second organisational 

commitment-to-job satisfaction model holds that commitment contributes to an overall positive 

attitude toward the job (Tett & Meyer, 1993; Vandenberg & Lance, 1992). 



 

 

Vandenberg and Lance (1992) argue;that organisational commitment and job satisfaction are not 

. causally related to each other, but are correlated because they are both determined by similar 

causal variables, such as organisational or task characteristics. Porter et al. (1974) maintain that 

organisational commitment requires employees to think more universally and it takes longer to 

develop and are not sensitive to short-term variations in, for example, working conditions: Job 
' . 

satisfaction, on the other hand, represents the employee's more current reactions to the specifics 

of the work situation and employment conditio_ns. Porter et al. (1974) are therefore of the opinion 

that organisational commitment takes Ion 

than job satisfaction. 

table, less transitory work attitude 

s~1.2 Hypothesis 2: finding U n.iversity of Fort Hare 
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The second null hypothesis of the study (Ho) was stated as: "there is no significant positive 

correlation between job involvement and organisational commitment," and the corresponding 

alternative hypothesis (H1) was that: "there is a significant positive correlation between job 

involvement and organisational commitment." 

This hypothesis was tested by me.ans of the Pearson Product Moment Correlation technique. The 

correlation coefficient between job involvement and organisational commitment was found to be 

r = 0.53; p < 0.001. This shows that there is a significant positive association between job 

involvement and organisational commitment. This leads to a rejection of the null hypothesis and 

acceptance of the alternative hypothesis. 



 

 

The findings of the present study suggest that job involvement is an important factor whose 

presence in an organisation must be ensured. The following studies are in support of the 

significant positive correlation between job involvement and organisational commitment that 

was found in the present study: Moynihan and Pandey (2007) investigated the relationship 

between job involvement and organisational commitment using a sample of public sector health 

and human services managers. The study showed that there is a moderate positive correlation 

between job involvement and organisational commitment. This concurs with the results of the 

current study. 

The organisational commitment meta-an y Mathieu and Zajac (1990) also 

revealed that among the foci involvement and organisational 

commitment relationship is fre • y "11 • wt .f.L-4-.l•~'l'VW J¥a.l.'UU!i'~ are also considered to 
Together in Excellence 

influence some forms of work-related behaviour independently. O'Reilly and Chatman (1986) 

reported that job involvement is an outcome of psychological commitment to an organisation. 

They also argued that job involvement is included in the category of independent variables that 

are relevant to organisational commitment. They also argued that employees who display high 

levels of organisational commitment and of job involvement may be the least likely to engage in 

voluntary turnover. 

Chin-chih Ho (2006) investigated the relationship between work values, job involvement and 

organisational commitment among Taiwanese nurses. The data was collected using a survey 

questionnaire which included socio-demographic data, work values, job involvement and 

organisational commitment. The results of the study showed that work values were positively 



 

 

related to job involvement and organisational commitment, and job involvement was positively 

related to organisational commitment. Subsequent analyses revealed that job involvement could 

play an important role in mediating the relationship between work values and organisational 

commitment, and tha_t establishing a higher level of job involvement among employees may be 

more important than focusing only on organisational commitment. It was further anticipated that 

improving various work related attitudes would result in reduced turnover and absenteeism and 

more effective organisations. 

Uygur and Kilic (2009) studied the level mmitment and job involvement of 

the personnel at Central Organisational, in Turkey. Questionnaires were 

distributed to a total of 210 subjects. Of this n-... =~,,_.... (86%) returned the questionnaire and 

of these, 168 were found to belJ • fe .1¥: f tij i-.vv"0(:)UHtm\ion was found between 
Together in Excellence 

organisational commitment and job involvement (r = 0. 44, p < 0.001 ). 

In a study on the effects of organisational commitment, job involvement and culture on 

employee . voluntary turnover, Fletcher (1998) found that organisational commitment and job 

involvement are positively associated. 

Fostering job involvement is an important organisational objective because many researchers 

consider it to be a primary determinant of organisational commitment (Pfeffer, 1994) and 

individual motivation (Hackman & Lawler, 1971). These links stem from the theoretical notion 

that being immersed in one's work increases motivational processes, which in tum influence 



 

 

organisational commitment and other relevant outcomes like turnover and absenteeism 

(Diefendorff et al., 2002). 

In a study by Knoop (1995), the relationships among a cluster of attitudes toward work and the 

job were investigated using a sample of 171 nurses. The hypothesis was that involvement in . 

work and the job commitment to the employing organisation and overall satisfaction with thejob 

would be significantly correlated. The results indicated the degree of the relation between 

commitment and job involvement to be mo e 

There have been many other commitment and job involvement 

especially related to the heath- rfftft!ts- ytlfl a'. 1995; Brooks & Swails, 

2000; Ors et al., 2003; Ozsoy et al., 2 9.fg • · • , Blau & Boal, 1989). 

In a study conducted by Sjoberg and Sverke in a Swedish Emergency Hospital (2000), it was 

found that organisational commitment and job involvement are significantly positively 

correlated. Blau and Boal (1989) found that nurses with a higher level of job involvement and 

organisational commitment had significantly less unexcused absences than nurses with lower 

levels of job involvement and organisational commitment. 

There are studies claiming that there is a negative correlation between educational status · and 

organisational commitment and job involvement (Angle and Perry, 1981; Sommer et al., 1996). 

In addition, as a result of a study they conducted, Mathieu and Zajac (1990) have pointed out that 



 

 

there is no strong correlation between educational status and organisational commitment and job 

involvement. 

One value of this study is that it was conducted in a developing country, unlike most similar 

studies that have traditionally been conducted in the highly industrialised countries of the 

W estem world. The present study showed that there is a significant positive correlation between 

job involvement and organisational commitment. This concurred with different previous studies 

conducted as mentioned earlier on. One 

previous studies is that, the present study 

e ce between . the present study and 

ifferent geographical area. 

8.1.3 Hypothesis 3: findings 
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The third null hypothesis of the study (Ho) was stated as: "there is no additive effect between job 

satisfaction and job involvement whereby the two put together account for a higher proportion of 

variance in organisational commitment than each of them separately" and the corresponding 

alternative hypothesis (H1) was that: "there is an additive effect between job satisfaction and job 

involvement whereby the two put together account for a higher proportion of variance in 

organisational commitment than each of them separately". 



 

 

This hypothesis was tested by means of Multiple Regression Analysis. Table 3 show a Beta 

weight of fJ = 0.48; p < 0.001 for the relationship between job satisfaction and organisational 

commitment. This means that job satisfaction accounts for 0.48 or 48% of the variance in 

organisational commitment and that this is a highly significant proportion of the variance. 

Table 3 also shows a Beta weight of /J = 0.32; p < 0.001 for the relationship between job 

involvement and organisational commitment. This means that job involvement accounts for 0.32 

proportion of variance. While job satisfa ti 

a d that this is a highly significant 

r a higher proportion of variance in 

account for a highly significant organisational commitment 

proportion of variance. 
University of Fort Hare 
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Multiple Regression Analysis, however, shows that R-squared is R2 = 0.47. This means that the 

two independent variables, that is, job satisfaction and job involvement, together account for 

0.47 or 47% of the variance in organisational commitment. This result is in support of Ho of 

Hypothesis 3 in that 0.47 is lower than the Beta weight of 0.48 for job satisfaction though higher 

than the Beta weight for job involvement, which is 0.32. The two independent variables therefore 

do not have an addictive effect that results in them accounting for a higher proportion of variance 

in organisational commitment than the two of them independently. The null hypothesis is 

therefore accepted and the alternative hypothesis rejected. 



 

 

Ha-Young and Hyun (2009) conducted a study with the prime aim to analyze an empirical test to 

classify workers' character in private and public organisations. He sought to answer the question, 

"what are important organisational determinants of job involvement and job satisfaction?" The 

study findings suggested that job satisfaction has greater power to influence organisational • 

commitment than job involvement. The results also suggested that, the higher the degree of job 

involvement, the greater the organisational commitment and effectiveness. They further argued 

that an increase in the work related attitudes and wage satisfaction results in an increase in 

organisational commitment. 

Moynihan and Pandey (2007) made a c satisfaction, job involvement and 

organisational commitment using a sample of pu 1c sector health and human services managers. 
University of Fort Hare 

The results showed that managers ha_rJlfe· himlJ: fl~e job satisfaction and the least 

influence over job involvement. 

The results also showed that job satisfaction accounts for a higher proportion of variance in 

organisational commitment than job involvement. In the study, it was also shown that there are 

moderate positive correlations between job satisfaction, job involvement and organisational 

commitment. The findings of this study concur with the results of the present study as far as the 

independent correlations are concerned. This study, however, did not investigate the issue of an 

addictive effect of job satisfaction and job involv~ment on organisational commitment. 



 

 

The present study showed that job satisfaction has a greater power to influence organisational 

commitment that job involvement, therefore the results tell us that companies must pay more 

attention to promoting job satisfaction in order to ensure higher levels of organisational 

commitment. The aim 'of this research was primarily to determine the relationship between job 

involvement and job satisfaction, on the one hand, and organisational commitment on the other 

among lower-level employees in the motor-car manufacturing industry. The results indicate that 

there is a statistically significant relationship between the two independent variables, that is, job 

satisfaction and job involvement on th 

organisational commitment, on the other. 

additive effect between job satisfaction a 

the dependent variable, that is, 

s Its also indicated that there is no 

nt whereby the two put together 

separately. University of Fort Hare 
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8.4 Limitations of the present study 

This study focused on the relationship between job involvement and job satisfaction, on the one 

hand, and organisational commitment on the other among lower-level employees at Mercedes 

Benz South Africa as a representative of the motor-car manufacturing industry. It is important to 

note some of the limitations of this study. 



 

 

The study is correlational and as such we cannot assume any causal relationship between job 

involvement and job satisfaction on the one hand and organisational commitment on the other. 

The sample used for this study was from only one organisation, that is, MBSA. Therefore· it may 

not be quite justifiable to generalize the findings to other motor-car manufacturing industries in 

the entire country. 

Only self-administered questionnaires we 

common method variance. Common m i. -

(Buckley et al., 1990). 

fers to the amount of spurious 

n method used in colle9ting data 

been a pervasively cited concern in 

organisational research becau ~l::i;:.Jill"rli s ll'\ t=1,:flln1tliffil f rrelations (Wikipedia). 
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Common method variance results in biased correlations in organisational research. Such method 

biases are problematic because the actual phenomenon under investigation becomes hard to 

differentiate from measurement artifacts (Hufnagel and Conca, 1994; Avolio and Bass, 1991). 



 

 

8.5 Recommendations for future research 

Future researchers should focus on the above limitations of the present study and thus improve 

the generalisability of the results. 

It is an important value of this study that it was conducted in a developing country, unlike most 

similar studies that have traditionally been conducted in the highly industrialised countries of the 

Western world. It is therefore absolutely n ce 

It will also be important that some future 

methodologies like the present study. 

s qualitative rather than quantitative 

triangulation of research results. 

Triangulation is often used to clu.l:illlil¼c81Utiim6¼. !ia'LJA.,_....._ 'LI/\,,, idea is that one can be 
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more confident with a result if different methods lead to the same result. By using many 

methods, for instance thr.ee, to get the same answer to one research question, the hope is that two 

of the three method will produce similar answers, or if three clashing answers are produced, the 

investigator knows that the question needs to be reframed or method reconsidered (Wikipedia). 

Furthermore, some future studies should adopt an experimental design. This will help in 

clarifying whether or not the relationships among variables that have been observed in the 

present study are causal relationships or not. Experimental studies will also clarify the direction 

of any causality that may exist among the variables. 



 

 

Finally, future research should incorporate an investigation of the outcomes of organisational 

commitment. The present study has assumed that organisational commitment is associated with 

an outcome such as employee retention. This needs to be confirmed in actual empirical research. 

8.5.1 Recommendations for future managerial practices 

The results obtained from the present study indicate that there is a significant positive 

n the one hand, and organisational 

commitment, on the other. 

The practical implications of t s s-tillif.t.Vidill!Wldt'Y lo ~tion or prevention of a 

high rate of labour turnover. To succTe'd G~G'1£iin~~~tb'mpany must be able to retain its 

key employees. Organisational commitment is likely to be strongly associated with employee 

retention (Brown, 1997; Maslow, 1954; Robert, 1997; Werner, 2007; Organ et al., 2005). The 

fact that the present study has shown that organisational commitment is strongly associated with 

both job involvement and job satisfaction means that to promote organisational commitment, and 

presumably employee retention, companies must promote both job involvement and job 

satisfaction. 

The fact that job satisfaction was found to account for a higher proportion of variance in 

organisational commitment than job involvement means that companies must pay more attention 

to promoting job satisfaction in order to ensure a higher level of organisational commitment. The 

IT123~cz 



 

 

fact.that intrinsic job satisfaction, extrinsic job satisfaction, and overall job satisfaction were 

found to be highly inter-correlated means that they are all equally important as probable 

determinants of organisational commitment. 

Managers must ensure that their employees have a high level of job satisfaction in order to have 

a high level of organisational commitment. There are several strategies that companies can adopt 

in an attempt to ensure a high level of job satisfaction. These includes: job design, an approach to 

motivation suggesting that jobs can be ere t a ce people's interest in doing them. 

Universitv of Fort Hare 
Managers can also use job enrichment8!7u1ti~cr,pmcfHi ~We>koyees a high degree of control 

over their work, from planning and organisation, through implementing the required activities 

and evaluating the results. Managers may also apply job rotation so that each employee will have 

an opportunity to perform different tasks using various skills and talents. By using this method, 

the organisation may be able to further increase the interests the employees would have in their 

jobs. 

Providing sufficient opportunity for promotion to employees would also significantly ihcrease 

job satisfaction because promotion enhances about a person's self-worth. 



 

 

Many theorists such as Brown (1996), have hypothesized that highly joh involved employees 

will put forth substantial efforts towards the achievement of organisational objectives and will be 

less likely to leave the organisation. Managers can achieve this when the work environment 

makes one feel that one's work is meaningful; offers control over how work is accomplished; 

maintains a clear set of behavioural norms; makes feedback concerning completed work 

available; and provides supportive relations with supervisors and co-workers. 

8.6 Conclusion 

and organisational commitmentffl"i~ .fflfl[ll);v~~ ;_i; des Benz South Africa, 
T. • 

East London, as a representative of tHP ai'Hi Mi~ndustry. The results obtained 

from this study showed that there is a significant positive association between job involvement, 

job satisfaction, and organisational commitment. The two main components of overall job 

satisfaction, that is, intrinsic and extrinsic job satisfaction were found to be significantly and 

highly inter-correlated with overall job satisfaction. This suggested that both components of 

overall job satisfaction are also highly correlated with overall organisational commitment. 

The results indicated that there is no additive effect betweenjob involvement and job satisfaction 

whereby the two put together account for a higher proportion of variance in organisational 

commitment than each of them separately. The results further showed that though both job 

involvement and job satisfaction are strongly associated with organisational · commitment, job 



 

 

satisfaction accounts for a higher proportion of variance in organisational commitment than job 

involvement. 

The fact that job satisfaction was found to account for a higher proportion of variance in 

organisational commitment than job involvement means that companies must pay more attention 

to promoting job satisfaction in order to ensure a higher level of organisational commitment. The 

main practical implication of this study relate to employee retention or prevention of a high rate 

of labour turnover. Organisational commit·-~-~-~-·-· 

retention. To ensure organisational commi 

and job satisfaction. This is likely to lead t 

strongly associated with employee 

ust promote both job involvement 

The fact that intrinsic job satisf: Vx:M",ii~[M !tifil~.:: ... ~.., .. "'::.e,'-:;,U..L .a1jjrt::JtM~:all job satisfaction were 
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found to be highly inter-correlated means that they are all equally important as probable 

determinants of organisational commitment. Companies must, therefore, constantly upgrade both 

intrinsic and extrinsic job satisfaction. 

The future research studies should incorporate an investigation of the outcomes of organisational 

commitment, such as retention. The present study assumed that organisational commitment is 

associated with employees' retention. This needs to be confirmed in actual empirical research. 
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DEPARTMENT OF INDUSTRIAL PSYCHOLOGY 

I am a Masters Student at the iveirsity of -~ort H 6r;,I am ducting research on people's . n1vers1Ly o .rorL are 
views regarding their jobs. It will be,_fllgV Ut!'P1.<ni!!:3fbittttfflc'i!mld assist by completing the 
attached questionnaire. Please be assured that all responses will remain confidential; all the 

respondents will remain anonymous and their responses will be used for- academic purposes only. 

There are four sections to be completed in this questionnaire. It will take approximately 10 

minutes to complete the questionnaire. Please note that there is no right or wrong · answer, but 

your opinion is very important. 

Thank you very much in advance. 

Yours Sincerely, • 

Raymond Toga 



 

 

Section A 

Biographical and occupational data 

Please complete the following details by writing clearly or marking the box (with an X) that 

is appropriate to you. 

1. Age 

Male 

Single D 

2. Gender 

Female 
University of Fort Hare 

Together in Excellence 

3. Marital Status 

Married D Divorced D Widowed D 

4. Your present position in the organisation 

5. Number of years with the organisation 

............................................... 



 

 

6. Highest level of schooling completed 

SECTIONB 

Please indicate the degree to which you agree/disagree with each of the following statements by 
placing an (X) through each scale line (---/---) directly under the number that you're 
agree/disagree with: 

1. The most important things that hap e 

Strongly 
disagree 

1 2 3 

. . Universitv of Fort Hare 
2. To me, my Job 1s only a smarr: art or:h:wM I ail)., ll oget erzn.13xce ence 

Strongly 
disagree . 

1 2 3 4 5 

3. I am very much involved pers<?nally in my job 

Strongly 1 2 3 4 5 
disagree 

4. I live, eat and breathe my job 
Strongly 1 2 3 4 5 
disagree . : 

5. Most ofmy interests are centred around my job 

Strongly 
disagree 

1 2 3 4 5 

strongly 
agree 

strongly 
agree 

strongly 
agree 

strongly 
agree 



 

 

6. Ihave very strong ties with my present job which would be very difficult to break 

Strongly 1 2 3 4 5 
disagree . : . : . . 

7. Usually I feel detached from my job 

Strongly 1 2 3 : . 4 5 
disagree . : 

8. Most ofmy personal life goals are job-oriented 

9. 

Strongly 
disagree 

Strongly 
disagree 

1 

1 

2 3 

strongly 
agree 

strongly 
agree 

Together in Excellence 
10. I like to be really involved in my job most of the time 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 



 

 

SECTIONC 

As in section B, please respond to the following statement by placing an (X) through each scale 
line (---/---) directly under the number that best describes the extent of your 
satisfaction/ dissatisfaction: 

L Working conditions: Such things as the amount of work space available, lighting, 
temperature, equipment and so forth. 

Very dis-
satisfied 

1 2 

2. Opportunity for achievement: 
worthwhile, opportunities for succe s 

Very dis-
. Satisfied 

1 

3. Interpersonal relations • 

2 

3 

feelings that existbetween you.;fa~U, re~Jfd. 

Very dis-
Satisfied 

1 2 3 

4 

4 

4. Work itself: The actual work you perform. 

Very dis-
Satisfied 

1 2 3 4 

5 6 7 Very 
satisfied 

achieve something you consider 
""-J~•cvi-..,..., bnt. 

6 

5 6 

5 6 

7 : Very 

7 

7 : 

satisfied 

e.ork group, the kinds of 

Very 
satisfied 

Very 
satisfied 

5. Supervision: The type of interpersonal relationship between . yourself and your 
immediate supervisor. 

Very dis-
Satisfied 

1 2 3 4 5 6 7 : Very 
satisfied 



 

 

6. Task responsibility: The amount of personal responsibility you are given for your own 
work. 

Very dis-
Satisfied 

1 2 3 4 5 6 7 : Very 
satisfied 

7. Company policy: The procedures used by the Company in conducting its business, as 
well as the Company's attitude toward employees. 

Very dis-
Satisfied 

1 2 3 4 5 6 7 : Very 
satisfied 

8. Advancement: The opportunities r being promoted. 

Very dis-
Satisfied . . . . . . . . . 

Very 
satisfied 

University of Fort Hare 
Toaether in Excellence 

9. • Pay: The amount of money you ~ceive as compensation for the work you do. 

Very dis-
Satisfied 

1 2 3 4 5 6 7 : Very 
satisfied 

10. Overall satisfaction: Your feelings about the job as a whole, taking into account both 
the favourable and unfavourable aspects of the total job. 

Very dis-
Satisfied 

1 2 3 4 5 6 7 : Very 
satisfied 



 

 

SECTIOND 

As in section B and C, please indicate the degree to which you agree/disagree with each of the 
following statements by placing an (X) through each scale line(---/---) directly under the number 
that you're agree/disagree with: 

1. I am willing to put in a great deal of effort beyond that normally expected in order to help 
this company be successful 

Strongly 
disagree 

Strongly 
disagree 

1 

1 

2 3 

2 3 

4 5 strongly 

any to work for 

. University of Fort Hare 
3. • I feel very little loyalty to this~ er in Excellence 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 

4. I would accept almost any type of job assignment in order to keep working for this 
company. 
Strongly 
disagree 

1 2 3 4 5 strongly 
agree 

5. I find that my values and the company's values are very similar. 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 



 

 

6. I am proud to tell others that I am part of this company. 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 

7. I could be just as happy working for a different company as long as the types of work 
were similar. 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 

8. This company really inspires the ve way of job performance. 

Strongly 
disagree 

1 2 3 ongly 

9. It would take very little change in my present circumstances to cause me to leave . this 
company. University of Fort Hare 

Together in Excellence 
Strongly 1 2 3 4 5 strongly 
disagree . . . . . . . . . agree 

10. I am extremely glad that I chose this company to work for, over others I was considering 
at the time I joined. 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 

11. There's nottoo much to be gained by sticking with this company indefinitely. 

Strongly 
disagree 

.1 2 3 4 5 strongly 
agree 

_12. Often, I find it difficult to agree with this company's policies on important matters 
relating to its employees. 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 



 

 

13. 1 really care about what happens to this company. 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 

14. For me this is the best of all possible companies for which to work. 

Strongly 
disagree 

1 2 3 4 5 strongly 
agree 

15. Deciding to work for this company 

Strongly 
disagree 

1 2 3 

University of Fort Hare 
Together in Excellence 

Thank you for your participation 




