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Abstract

Despite the recent research efforts into the antecedents of organizational commitment most especially in the
developed economies, little empirical work has been conducted examining the effect of some human resource
management practices such as performance appraisal system, career planning system and employee participation on
organizational commitment. In this article, we examined the effect of these human resource management practices
in explaining employee job commitment in the Nigerian banking sector. Based on a survey of 14 banks in Nigeria,
the study applies regression analysis, correlation analysis and G-test in testing the hypotheses. Results indicate that
performance appraisal system, career planning system and employee participation significantly influence employee
job commitment and that the level of organizational commitment of employees in the Nigerian banking sector is low.
The study therefore, recommends that for employees to be genuinely committed to their jobs, organizations should
make conscious efforts at strategically managing performance appraisal, career planning and employee participation
with a view to ensuring effective implementation and achieving desired results.
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1. Introduction

One of the most important success factors in today’s turbulent and competitive business environment is an energetic,
competent, motivated, productive and highly committed and innovative human resource. With the realization that
Human Resource (HR) is indeed an organization’s valuable asset and hence, a source of competitive advantage,
there is a need for organizations to address the effectiveness of their employee participation in decision making,
performance appraisal and career planning systems as well as how responsive these practices are in enhancing job
commitment of employees. The success, survival and competing power of organizations depend on the commitment
of their members, and this may to a large extent depend on how satisfied the employees are in respect of the
organization’s appraisal mechanism, extent of participation in decision making as well as career planning strategies.
The concept of organizational commitment therefore, plays an important role in HRM philosophy. As Guest (1987)
puts it, HRM policies are designed to ‘maximize organizational integration, employee commitment, flexibility and
quality of work’.

There is a need to understand the linkage between individuals and organizations in terms of conceptual framework
of organizational commitment. Organizational commitment has been widely described in the management and
behavioural sciences literature as a key factor in the relationship between individuals and organizations. For
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example, it has been described as the factor that promotes the attachment of the individual to the organization (Raju
& Srivastava, 1994). Employees who willingly continue their association with the organization and devote
considerable effort to achieving organizational goals could therefore, be regarded as been committed to the
organization.

The issue of organizational commitment takes on increased importance due to its link with propensity to leave and
turnover (Brown & Peterson, 1993). While there have been many proposed antecedents to organizational
commitment, human resource management practices such as: employee participation, performance appraisal and
career planning systems have received little or no attention in determining the precursors of organizational
commitment. Hence, the broad objective of this study is to examine the effect of strategic performance appraisal,
career planning systems and employee participation on organizational commitment of banks’ employees in Nigeria.
Other specific objectives of the study are to: (i) examine the extent of job commitment of banks’ employees in
Nigeria and (ii) examine the degree of relationships between organizational commitment and employee participation,
performance appraisal and career planning systems in the Nigerian banking sector.

2. Literature Review
2.1 Theoretical Framework
2.1.1 Organizational Commitment

Organizational commitment is the relative strength of the individual’s identification with, and involvement in, a
particular organization. It consists of three factors as highlighted by Armstrong (2006):

1. a strong desire to remain a member of the organization;
ii. a strong belief in, and acceptance of, the values and goals of the organization; and
iii. a readiness to exert considerable effort on behalf of the organization.

An alternative definition of organizational commitment emphasizes the importance of emotions, costs and personal
values in creating commitment. Meyer and Allen (1993) identified and defined three components of organizational
commitment as follows:

1. Affective Commitment
ii. Continuance Commitment
iii. Normative Commitment

These three components of commitment are alternatively described by Brief (1998) as the product of (i) emotional
attachments (affective commitment), (ii) the costs of leaving, such as losing attractive benefits or seniority
(continuance commitment) and (iii) the individual personal values (normative commitment).

According to Meyer and Allen (1993), affective commitment is concerned with employees’ attachment to,
identification with and involvement in the organization. It therefore, follows that; affective commitment to the
organization could be characterized by a sharing the values, a desire to maintain membership and working without
any expectations for the benefit of the organization. In consequence of the affective commitment, employees want to
maintain their memberships in the organization (Dawley et al., 2005). Affective commitment refers to feelings of
belonging and sense of attachment to the organization and it has been related to personal characteristics,
organizational structures, and work experiences, for example; pay, supervision, role clarity and skill variety
(Hartmann, 2000).

Continuance commitment on the other hand refers to employees’ assessment of whether the costs of leaving the
organization are greater than the costs of staying. Employees who perceive that the costs of leaving the organization
are greater than the costs of staying remain because they need to. In other words, individuals do not leave a company
for fear of losing their benefits, taking a pay cut, and not being able to find another job (Murray et al., 1991).

Normative commitment refers to an employee’s feelings of obligation to remain with the organization. According to
Meyer and Allen’s (1991), the individual commits to and remains with an organization because of feelings of
obligation. These feelings may be derived from many sources. For example, the organization may have invested
resources in training an employee who then feels a ‘moral’ obligation to put forth effort on the job and stay with the
organization to ‘repay the debt.” It may also reflect an internalized norm, developed before the person joins the
organization through family or other socialization processes, that one should be loyal to one’s organization.

2.1.2 Performance Appraisal System

Virtually all organizations have some formal or informal means of appraising their employees’ performance. Dessler
(2008) defined performance appraisal as any procedure that involves (i) setting work standards, (ii) assessing the
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employee’s actual performance relative to those standards, and (iii) providing feedback to the employee with the
aim of motivating him or her to eliminate performance deficiencies or to continue to perform above par.

Organizations can therefore, monitor the development of desired employee attitudes and behavious through the use
of the appraisal mechanisms. This appraisal-based information could be used for changing the selection and training
practices to select and develop employees with the desired behavious and attitudes. However, the effectiveness of
skilled employees will be limited unless they are motivated to perform their jobs.

2.1.3 Career Planning System

Career planning is the deliberate process through which someone becomes aware of his or her personal skills,
interests, knowledge, motivations, and other characteristics; acquires information about opportunities and choices;
identifies carcer-related goals; and establishes action plans to attain specific goals (Dessler, 2008). A
well-functioning career planning system may encourage employees to take more responsibility for their own
development, including the development of the skills viewed as critical in the company (Doyle, 1997). A
well-planned career development system along with internal advancement opportunities based on merit, results in
high motivation among employees, which has an impact on firm performance (Milkovich & Boudreau, 1998).

2.1.4 Employee Participation

Participation is about employees playing a greater role in the decision making process. It is an arrangement that
ensure that employees are given the opportunity to influence management decisions and to contribute to the
improvement of organizational performance (Armstrong, 2006). The degree of participation by non-managerial
employees in decision making varies from one organization to another. Studies have however shown that employee
participation is positively related to performance, satisfaction, and productivity of an employee (Pfeffer, 1994;
Verma, 1995). The purposes of employee participation have been defined by Marchington et al. (2001) as:

a. articulation of individual dissatisfaction - to rectify a problem with management or prevent deterioration of
relations;

b. expression of collective organization - to provide a countervailing source of power to management;

c. contribution to management decision making - to seek improvements in work organization, quality and
productivity; and

d. demonstration of mutuality and cooperative relations - to achieve long term viability for the organization and its
employees.

2.2 Previous Research

Studies linking performance appraisal, career planning and employee participation with organizational commitment
are relatively too scanty. Hence, in this study, we presented some empirical findings linking organizational
commitment with some related constructs or concepts such as leadership styles, intention to leave and job
satisfaction.

Human resources management practices, leadership styles and trust within the organization are some of the
organizational factors that have been associated with organizational commitment (Meyer & Allen, 1997).

In nine studies involving 2 734 persons, Dunham et al. (1994) examined how participatory management and
supervisory feedback influenced employee levels of affective, continuance, and normative commitment. The
researchers found that when supervisors provided feedback about performance and allowed employees to participate
in decision-making, employee levels of affective commitment was stronger than both continuance and normative.
That is, employees indicated staying with the organization was more related to wanting to, rather than needing to or
feeling they ought to.

In a study of 238 nurses, Cohen (1996) investigated the relationship between affective, continuance, and normative
commitment and the following other types of commitment: work involvement, job involvement, and career
commitment. Findings revealed that affective commitment was more highly correlated with all the other types of
commitment. In other words, employees who remained with the organization because they wanted to were more
likely to exhibit higher levels of commitment to their work, their job, and their career.

Importance of training in developing committed employees cannot be ignored. Training generates a feeling of
belonginess among employees. Likewise executive development programme also seems to be a platform of
producing committed employees. Lam and Zhang (2003) conducted a study and found that expectations are
normally unmet, and job characteristics, training and development, and compensation and fairness are related to
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satisfaction and commitment. Loui (1995) also found that commitment was significantly related to trust, job
involvement, and job satisfaction.

Blau (1985) examined the relationship between leadership style and commitment and found that a consideration
leadership style was found to have a greater influence than task-oriented style on commitment. Organizational
commitment provides a platform to employees in terms of staying in the organization. Mueller et al. (1994) found
that organizational commitment is a better predictor of intention to stay and thus turnover intentions than job
satisfaction.

Taunton et al. (1997) reported an indirect relationship between organizational commitment and turnover intentions
and stated that organizational commitment was a stronger predictor of turnover intentions than job satisfaction in
their causal model.

Moynihan et al. (2000) hypothesized that job satisfaction and affective commitment would positive association with
general performance and leadership while continuance commitment would exhibit a negative association. As
predicted, job satisfaction associated positively with performance, though not with leadership. Continuance
commitment negatively associated with both performance and leadership. Increased organizational commitment has
also been positively associated with valuable organizational outcomes, including job performance ratings, decreased
intention to search for new jobs and reduced turnover intentions (Bergmann et al., 2000).

Few behavioral scientists believe that for generating commitment organizational support is also a key factor. Yoona
(2002) proposed a new dual-process model of organizational commitment. The model stipulates that overall job
satisfaction and perceptions of organizational support are key emotional and cognitive processes that mobilize
commitment in the workplace. The model also suggests that the feelings of job satisfaction and perceptions of
organizational support operate through independent channels to mediate the impact of work experiences on
organizational commitment.

Irving et al. (1997) investigated the relationship between affective, continuance, and normative commitment and the
outcome measures of job satisfaction and turnover intentions. Total participants for the study included 232
employees. Results revealed that job satisfaction was positively related to both affective and normative commitment.
However, job satisfaction was negatively related to continuance commitment. All three types of commitment were
negatively related to turnover intentions, with continuance commitment having the strongest negative relationship.

Cohen and Kirchmeyer (1995) undertook a study to investigate the relationship between affective, continuance, and
normative commitment and the non-work measure of resource enrichment. Their participants included 227 nurses
from two hospitals. The researchers found positive relationships between resource enrichment and both affective
and normative commitment. However, the relationship between continuance commitment and resource enrichment
was negative. In effect, employees who were staying with the organization because they wanted to or felt they ought
to, indicated higher involvement and enjoyment with work activities. Whereas, employees who were staying with
the organization because they felt they needed to indicated less involvement and dissatisfaction with work activities.

3. Conceptual Framework and Hypotheses Development

Based on the above literature on performance appraisal, career planning, employee participation and organizational
commitment, the following model was developed. The cornerstone of the model is tied around the fact that effective
performance appraisal, career planning, employee participation would lead to an increased level of employee job
commitment. The model is presented in Figure 1.

In order to achieve the objectives designed for this study, the following research hypotheses are stated in their null
form based on the revelations in the review of literature concerning performance appraisal, career planning,
employee participation and organizational commitment:

Hypothesis One:

Performance appraisal, career planning and employee participation have no significant effect on organizational
commitment.

Hypothesis Two:
The level of organizational commitment in the Nigerian banking sector is low.
Hypothesis Three:

There is no significant relationship between organizational commitment and performance appraisal, career planning
and employee participation.
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4. Methodology
4.1 Population and Sampling Technique

The population of the study is made up of the 24 mega banks in Nigeria. The study specifically made use of a
sampling frame consisting of 21 banks that were quoted on the Nigerian Stock Exchange (NSE) as at 1¥* May, 2011.
The sample size of the study was computed to be 19 banks using the formula as suggested by Guilford and Flruchter
(1973) for estimating sample size. Using simple random sampling technique, data was collected through the use of a
structured questionnaire.

The unit of analysis in this study was the firm and multi-rater response approach was adopted. Three questionnaires
were therefore sent to each company and address to the head of HR department who was required to be one of the
respondents. Since the unit of analysis is the firm, the scores for each variable were aggregated and average over the
three respondents for each company. For companies where the number of expected respondents is less than three,
the average scores of the actual respondents were taken for each variable.

4.2 Analytical Techniques

Data collected was subjected to descriptive statistics, correlational analysis and multiple regression analysis. In order
to gain perspectives into the socio-economic and demographic characteristics of respondents, frequency distribution
of responses was calculated. G-test was used in ascertaining whether or not there is a significant difference between
the observed level of organizational commitment and their expected values. While regression analysis was used to
determine the predictor powers of performance appraisal, career planning and employee participation on
organizational commitment, correlation analysis on the hand was used to show the relationship between the
dependent and independent variables.

4.3 Measures

In this study, items used to operationalize performance appraisal, career planning, employee participation and
organizational commitment were from previous validated measures and refined by the author to suit the purpose of
this study.

Organizational commitment was measured using Meyer and Allen’s (1997) Organizational Commitment
Questionnaire (OCQ). It was modified by the author to suit the present study. Overall, organizational commitment
was measured by an instrument having 15 items, each rated on a 5-point scale.

Performance appraisal, career planning and employee participation were all measured using previously validated
scales (Singh, 2004; Som, 2008; Abdulkadir, 2012).

Performance appraisal was measured through an 8-item scale. The respondents were asked to indicate the extent to
which performance is evaluated on the basis of quantifiable results and usage of performance appraisal data. In other
words, they were to indicate on a scale of 1 ‘strongly disagree’ to 5 ‘strongly agree’ their agreement with some
performance appraisal system practices in their organizations. A sample item was ‘performance of the employees is
measured on the basis of objective quantifiable results’.

Career planning system variable was measured by an instrument having 7 items, each rated on a 5-point scale. The
respondents were asked to indicate on a scale of 1 ‘strongly disagree’ to 5 ‘strongly agree’ the clarity and usage of
career planning system in their organizations. A sample item is ‘our company provides clear career path
information to employees’.

Employee participation was measured through a 3-item scale. The respondents were asked to indicate on a scale of 1
‘strongly disagree to 5 ‘strongly agree’ the extent to which superiors allow employees to participate in operations
decisions as well as the opportunity given to suggest improvements in the way things are done. A sample item is
‘employees in this company are provided opportunity to suggest improvements in the ways things are done’.

4.4 The Study Model

The study model which was based on the study’s conceptual framework is presented below:

Organizational Commitment = f(Performance Appraisal, Career Planning, Employee Participation) )
OC = f(PA, CP, EP) 2)
OC = o+ PASp, + CPSB, +EPf; + e 3)

Where, OC = Organizational Commitment; PAS = Performance Appraisal System; CPS = Career Planning System;
EP = Employee Participation; S, = constant term; f;, 5, and fS; = coefficients of performance appraisal, career
planning and employee participation respectively, and e = error term.
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5. Results
5.1 Demographic Characteristics of the Respondents

Out of a set of fifty seven (57) questionnaires that were administered to nineteen (19) companies, 34 copies of
questionnaire from 14 companies were dully completed and returned. This represented about 60 % response rate.

The analysis is therefore, based on a set of thirty four (34) copies of questionnaire that were returned and found
suitable for analysis. The detailed analysis of the demographic characteristics of the respondents is therefore,
presented in Table 1 below:

The table shows that of the 34 respondents 22 (65 %) are within the rank of Assistant Managers and above while 35 %
are below the managerial position. This gives an indication that the respondents are highly rated employees. 35 % of
the respondents are based in the Human Resource Department s of their respective organizations. Those working in
the Marketing and Operations departments represent about 24 % and 30 % respectively. Four (4) respondents
representing 11 % are working in other departments such as risk management, legal and other supporting units of their
respective organizations.

Majority of the respondents 25 (75 %) had put in at least four (4) years of service. This is an indication that the
respondents have actually spent enough time in the service to know how the subject matter of this study could affect
them. 58 % of the respondents are male, while 14 % are females. Thirty two (32) respondents representing about (84 %)
are over 35 years old. The mean age of the respondents is 46.4 years.

5.2 Reliability and Validity

Cronbach alpha reliability test and item-to-total correlation were computed in order to address issues of common
method variance and to assess the internal consistency of the multiple scales. Items having low item-to-total
correlation may signal that the items do not reflect the particular construct or might have tapped into another
dimension of the construct.

From our computations in Table 2 above, the Cronbach alpha of 0.92 is above the minimum threshold of 0.70 as
suggested by Nunally and Bernstein (1994), while item-to-total correlations were well above the recommended
value of 0.5 (Hair et al., 2005). The result therefore, indicates high internal consistency of the scales.

5.3 Test of Hypotheses

Of the 57 questionnaires distributed to nineteen (19) banks, we received a total of 34 completed and usable
questionnaires representing a response rate of about 60 %.

Hypothesis One:

Performance appraisal, career planning and employee participation have no significant effect on organizational
commitment.

Results indicate that performance appraisal, career planning and employee participation have significant effect on
organizational commitment with a multiple correlation (R) of 0.84 and an adjusted R? of 0.63. This implies that
about 63 % of the variation in organizational commitment is adequately explained by the independent variables i.e.
performance appraisal, career planning and employee participation. The standardized coefficients of performance
appraisal, career planning and employee participation are presented in Table 3 below. This result has thus, provided
support for alternative hypotheses one.

Hypothesis Two:
The level of organizational commitment in the Nigerian banking sector is low.

The mean score of organizational commitment was 41.21 out of a possible maximum score of 75 thus, indicating a
moderate (54.9 %) extent of employee job commitment in the Nigerian banking sector.

To test the significance of the extent of employee job commitment in the Nigerian banking sector, we computed a
G-test with objective of ascertaining whether the extent of organizational commitment as given above significantly
differ from the expected extent of commitment. We assert that for strategic HRM to be said to be at least moderately
practice in the Nigerian banking sector, the extent of organizational commitment should not be less than 55 % hence;
expected values used in the computation of G-test is 55 %.

The critical value of X? for degree of freedom of 13 (N-1) at 95 % level of confidence is 22.36. Since the empirical
value (i.e. the computed value of G) is 9.039 and it is less than the critical value of 22.36, then the result is
statistically insignificant. We therefore, accept the null hypothesis (Hy) which states the level of organizational
commitment in the Nigerian banking sector is low.
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Hypothesis Three:

There is no significant relationship between organizational commitment and performance appraisal, career planning
and employee participation.

As shown in Table 4 above, there is a significant positive relationship between performance appraisal system and
organizational commitment with a zero-order correlation of 0.57. Similarly, career planning system and employee
participation were also found to have a significant positive relationship with organizational commitment with
correlations of 0.59 and 0.63 respectively.

Overall, the above results provide support for the alternative hypothesis which asserts that there is a significant
positive relationship between performance appraisal system, career planning system, employee participation and
organizational commitment.

6. Discussion of Findings

The main objective of this study is to examine the effect of performance appraisal, career planning and employee
participation on organizational commitment among other key specific objectives. The results of this study have
confirmed to some extent that performance appraisal, career planning and employee participation are major
antecedents of organizational commitment. The results indicate that performance appraisal, career planning and
employee participation all have significant positive effects on organizational commitment. This implies that the
higher the levels of these HR practices, the higher the level of employee job commitment and hence, organizational
commitment.

Our results also show that the level of organizational commitment in the Nigerian banking sector is low. This has to
some extent confirmed our hypothesis that asserted that employees in the Nigerian banking sector are not fully
committed to their jobs vis-a-vis their organizations.

Results also indicated that organizational commitment is positively related to employee performance appraisal,
career planning and employee participation. It therefore, implies that the higher the level of performance appraisal,
career planning and employee participation, the higher the level of organizational commitment.

7. Conclusions and Recommendations

The results of this study have indicated that performance appraisal, career planning and employee participation have
positive effect on organizational commitment and that the level of organizational commitment in the Nigerian
banking sector is low. The results have, to a large extent, provided evidence for the value added by performance
appraisal, career planning and employee participation in enhancing organizational commitment. Be that as it may,
questions still need to be asked about the low level of employee job commitment in the Nigerian baking sector. Can
this be pass-off as a problem of data specification or even procedure? Or can it be attributed to factors other than
performance appraisal, career planning and employee participation? These, I believed, are questions that can be
resolved under different settings.

However, for employees to be genuinely committed to their organizations, the study recommends that organizations
should make conscious efforts at strategically managing performance appraisal, career planning and employee
participation with a view to ensuring effective implementation. This can be achieved through ensuring that:

a. employees have faith in the performance appraisal system;

b. appraisal system has a strong influence on individual and team behaviour;

c. the organization provides a clear career path information to employees;

d. the organization plans for the career and development of employees;

e. that employees are provided opportunity to suggest improvement in the ways things are done.
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Table 1. Demographic Characteristics of the Respondents (N = 34)

Characteristics | Frequency | Percentage (%)
Job Title

Senior Managers & Above 8 25
Asst. Managers/Managers 14 40
Others 12 35
Total 34 100
Departments

Human Resource 12 35
Marketing 8 24
Operations 10 30
Others 4 11
Total 34 100
Length of Service

Less than | Year 2 5
1-3 Years 7 20
4-5 Years 14 43
5 Years & Above 11 32
Total 34 100
Sex

Male 20 58
Female 14 42
Total 34 100
Age

30-35 Years 2 6
36-45 Years 14 42
46-55 Years 13 37
56 Years & Above 5 15
Total 34 100

Source: Author’s Computations, 2012.

Table 2. Descriptive Statistics and Item-to-Total Correlations

Mean Std. Deviation Item-to total Correlations
Performance Appraisal System 28.43 2.74 .885
Career Planning System 26.14. 2.63 .906
Employee Participation 10.71 0.91 707
Organizational Commitment 41.21 5.95 .830

Source: Author’s Computations Using SPSS, 2012.
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Table 3. Results of Standardized Regression Model

Standardized Coefficients t-values
Performance Appraisal System 0.463 0.434
Career Planning System 0.131 0.116
Employee Participation 0.339 1.414
R 0.844
R’ 0.627
F - value 8.288"

Note: " Significant at the 0.05 level.
Source: Author’s Computations Using SPSS, 2012.

Table 4. Correlation Matrix of the Measurement Variables

Variables 1 2 3 4

Performance Appraisal System 1.00 96" 48" 577
Career Planning System 1.00 .54 59"
Employee Participation 1.00 637
Organizational Commitment 1.00

Note: ™ significant at the 0.01 level; " significant at the 0.05 level.
Source: Author’s Conceptualization, 2012.
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Figure 1. Conceptual Framework

Source: Author’s Conceptualization, 2012.
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