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Abstract

The link between the work motivation and work commitment is well established in a variety of
work settings. However, the role of organizational culture is not explored in depth, especially
as a moderator between work motivation and work commitment. The present study undertakes
an examination of the above explained model. The sample consisted of 351 academics from
nine public universities in the state of Punjab, Pakistan. Cross-sectional survey design was
employed to collect the data. The statistical analyses were performed with Partial Least
Squares technique using the Smart PLS 3.0. The findings revealed that adhocracy culture
moderates the link between non-self-determined work motivation and work commitment
among university academic staff. The study has implications for authorities to capitalize on
organizational culture to boost work motivation that will ultimately improve work commitment
among academics.
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1. Introduction

Education is a challenging and arduous profession. Academics are imperiled by challenging
circumstances that affect their motivation, cause adverse psychological state and precipitate
turnover (Viseu, De Jesus, Rus, Canavarro, & Pereira, 2016). To maintain their strength and
exuberance for work, academics are required to preserve their personal commitment to
perform at work (Day, 2000). Motivation significantly predicts commitment by encouraging
employees to devote time and effort to the organization (University) (Mowday, Steers, &
Porter, 1979). Thus, work motivation is associated with, and influences, the individual’s work
commitment (Heinz, 2015).

The idea of commitment is fundamental and it is explained as a preference to persist with a
certain approach (Morrow, 1993). To understand the multiple foci of commitment, the past
researchers studied several interior, or micro, and peripheral, or macro, level commitment
foci which develop within and across organizational boundaries (Redman & Snape, 2005;
Becker, 2009). The micro-level foci comprise of commitment to teams and supervisors, top
management and customers (Becker, 2009). Commitment to organization,
occupation/profession, union and career are included in macro-level research (Vandenberghe,
2009).

Commitment is not a monolithic but rather a multi-faceted concept (Reichers, 1985).
Morrow (1993), defined work commitment as an individual’s recognition of work ethic,
dedication to the career, job involvement and organizational commitment. Increased
commitment encourages promptness, regularity, satisfaction, motivation and reduce rate of
turnover (Shore, Newton, & Thornton, 1990). Conversely, outcome of low work commitment
are diminished performance, turnover, theft, job dissatisfaction, readiness to relocate and
brain drain (Ushie, Ogaboh, & Okorie, 2015; Khan, 2016; Zardari, 2014).

Since motivation is associated with education quality, engagement, and commitment to the
occupation, scholars and authorities are concerned with academics’ motivation (De Jesus &
Lens, 2005; Klassen, Al-Dhafri, Hannok, & Betts, 2011). Previous researchers found
autonomous motivation to be associated with organizational commitment, and it is important
for the acceptance of organization’s objectives and to remain committed to work to achieve
them (Otis & Pelletier, 2005; Richer, Gagne & Koestner, 2002). Staff with high autonomous
work motivation may experience pleasure while performing at work and have unpretentious
concern for work related activities (intrinsic work motivation) (Vujcic, Oerlemans, & Bakker,
2016).

For developing commitment and upgrading performance, organizational culture has a central
part (Lok & Crawford, 2001). Organizational culture of a university denotes the set of
common standards and norms that regulate academics’ conduct (Schneider, Ehrhart, & Macey,
2013). Organizational culture should be encouraged to assure motivation of personnel with
regard to achieving organizational objectives (Sempane, Rieger, & Roodt, 2002). Motivated
staff feel honored while performing their work and hence take responsibility for
organizational triumphs.
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Even though culture is considered one of the most leading analytic organizational
frameworks, relatively few empirical investigations have been made in education setting to
incorporate culture in the evaluation of commitment. A number of prominent culture scholars
have highlighted the importance of understanding the association between culture and
commitment. It is particularly evident from the findings of Siehl and Martin (1990) that
organizational culture has the potential to exert influence on employees’ job satisfaction and
commitment. Ngeis-Isik and Gursel (2013) established that organizational culture determines
the success of an institution and it significantly influences academics’ motivation and
satisfaction.

Earlier researchers have emphasized to examine the effect of possible moderators and
mediators in the relationship between motivation and organizational commitment (Imran,
Allil & Mahmoud, 2017). Therefore, the present research examined the moderating effects of
organizational culture on the relationship between work motivation and work commitment of
university academic staff in Pakistan.

1.1 Conceptual Framework

A conceptual framework presented in Figure 1, was founded on the present theories and
models such as Deci and Ryan's (1985) self-determination theory of motivation, Cameron and
Quinn's (1999) competing values framework and Morrow’s (1993) work commitment model.
It integrates the relationships between work motivation (independent variable) and work
commitment (dependent variable). It highlights the role of adhocracy and market
organizational culture as the moderator between work motivation and work commitment. It
also established the direct effect of work motivation on work commitment.

Based on the research framework, the following hypotheses are developed.

1. Adhocracy culture will moderate the relationship between self-determined work
motivation and work commitment among university academic staff in Pakistan.

2. Adhocracy culture will moderate the relationship between non-self-determined work
motivation and work commitment among university academic staft in Pakistan.

3. Market culture will moderate the relationship between self-determined work
motivation and work commitment among university academic staff in Pakistan.

4. Market culture will moderate the relationship between non-self-determined work
motivation and work commitment among university academic staft in Pakistan.
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Figure 1. Research Framework

1.2 Literature Review
1.2.1 Work Commitment

Morrow (1993) defined work commitment as individual’s devotion to work ethics, job
involvement, organizational commitment and commitment to a career. Morrow’s
“circles-based” model of work commitment signifies several facets of attachment. These
facets range from relatively stable aspects to one that can be manipulated. In his model, the
outer circle refers to more manipulative characteristics while the inner circle refers to the
relatively stable characteristics. The outward circles are influenced by inward circles but this
influence decreases as the outward circle gets farther from the center (Morrow, 1993).

There is a substantial theoretical debate over the development and progressive modifications
of commitment. As reported by Mowday, Porter, and Steers (1982), commitment develops
within an individual as a sequence of self-regulatory phases of attitudes and behaviors that
progress on the job with the passage of time, thereby reinforcing the employee’s
organizational commitment. Meyer and Allen (1997) proposed that positive work experiences
play a role in the development of commitment through social exchange mechanisms. These
suppositions indicate that commitment advances with experience in due course. Consequently,
the advancement of work commitment can be both positive and negative, and the interaction
of the aspects of academics’ subjective, workplace and education system influence
commitment (Choi &Tang, 2009). The advantage of investigating other foci of commitment
than organizational commitment has been documented through empirical outcomes. As
reported by Cohen (2003) employees must show commitment to some entity and if it is not
organization then it may be job or career. Opposite of commitment is withdrawal which is
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A study revealed moderate level of association between school climate and teachers’
commitment. Positive correlation was found between dimension of school climate and
teacher commitment. Achievement press was found to have profound effect on teacher
commitment than collegial leadership (Othman & Kasuma, 2017). More generally, empirical
findings have revealed that a higher level of affective commitment was related to learning
climate which was conducive for innovation and encouraged candid expression of opinion
(Southcombe, Fulop, Carter, & Cavanagh, 2015). Moreover, commitment profiles from
different organizations including schools showed that occupational commitment predicts
work-related variables. Consonance of occupational and organizational commitment were
revealed in four commitment profiles (highly committed, non-committed,
affective—normative dominant, continuance dominant). Highly committed profile was found
to have a positive effect on pivotal and elective behaviors. It was evident from the findings
that relationship between organizational and occupational commitment was based more on
compatibility than conflict (Tsoumbris & Xenikou, 2010).

Karakus and Aslan (2009) found that academics’ commitment focuses, level, and variables
related to their commitment vary based on their demographic characteristics.
Linnansaari-Rajalin and Kiviméki, (2015) found that neighborhood income level and low
unemployment rate had significant positive relationship with organizational commitment and
job tenure. Whereas professional commitment had fewer consistent associations. In addition,
Fransson and Frelin (2016) found that close collegial relationship, positive attitude towards
life, humanity and school, and professional development were important factors of teachers’
sustained commitment. Teachers disapproved material features like career, stature and a high
salary in favor of internal driving forces. Therefore, advanced learning institutions should
emphasis on all forms of work commitment rather than just organizational commitment.

1.2.2 Work Motivation

Work motivation denotes the intrinsic and extrinsic energies that instigate activities related to
work and regulate its form, direction, intensity and duration (Pinder, 1998). Organizational
psychology proposes a number of approaches to understand employees’ motivation (Gagné et
al., 2015); the contemporary theory of motivation - self-determination theory (SDT) -
addresses the quality rather than quantity of motivation. SDT is concerned with individuals’
internal growth inclinations and inherent psychological needs and motivation that direct
individuals’ choices without external effect. SDT classifies three inherent needs which are
competence, relatedness and autonomy. Satisfaction of these needs result in effective working
and progress (Deci & Ryan, 2000).

Fundamental to SDT is the discrepancy between autonomous motivation and controlled
motivation. Autonomy involves working with one’s own preferences and possessing the right
to choose among different alternatives. When individuals involve in a task they find
fascinating, they carry out the action volitionally (intrinsic motivation) and personally
acknowledge the significance of their tasks as it is related to their integrated sense of self
(identified regulation and integrated regulation). Conversely, being controlled includes acting
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with a feeling of coercion and the job is performed to evade guilt feelings and which demands
individuals to act with the consideration to support their delicate egos (introjected regulation)
and sometimes individuals perform for getting a coveted outcome or staying away from an
unfavorable consequence (external regulation). The utilization of external incentives in the
initial examinations was basically to instigate controlled motivation (Deci, 1971). SDT
proposes that behaviors can be portrayed regarding the extent to which they are
self-determined versus non-self-determined. Autonomous motivation and controlled
motivation are deliberate, both motivations remain as opposed to amotivation, which includes
an absence of expectation and motivation.

Literature indicates that employees’ accomplishment in the organization (university) are
highly dependent on motivation. An organization cannot compete in the market if it fails to
motivate its employees. Motivating features of the institute helps in attracting the competent
employees and also retain the current proficient staff (Lee & Chen, 2013). The study of Gupta
and Gupta (2014) and Sinani (2016) also indicated positive correlation between work
motivation and organizational commitment and its various attributes. Impact of work
motivation and organizational commitment on job performance and job satisfaction was
studied in the education sector of Pakistan. Positive relationship was found among the
variables (Sohail, Safdar, Saleem, Ansar, & Azeem, 2014). The findings of Tentama and
Pranungsari (2016) showed significant correlation among work motivation, job satisfaction
and organizational commitment. Sinclair, Dowson and Mclnerney (2006) have speculated
that teachers’ occupational commitment is strengthened by teachers’ motivation.

Tella, Ayeni and Popoola's (2007) study found somewhat conflicting results from the previous
studies. They attempted to study library personnel in Nigeria to investigate work motivation,
job satisfaction, and organizational commitment. Results disclosed positive association
between motivation, job satisfaction, and commitment, while motivation and commitment
were negatively related. Though, researchers explained the negative relationship in terms of
librarians disinterest in profound morals and values concerning the advancement of a mutual
vision (Brown & Sheppard, 1997). Bland et al., (2006) found that faculty on tenure
appointments were more prolific and committed in research, education and to their position,
and work more than their non-tenure colleagues. Because even in multifaceted organizations
like universities, incentive schemes affect efficiency and satisfaction (Lazear, 1998), and that
efficiency is more affected by system features than personal features (Deming as cited in
Bland et al., 2006). Therefore, authorities should pay attention to the motivational factors
which affect academics commitment.

1.2.3 Organizational Culture

The core values of an organization in a strong culture are strongly held and shared widely. In
other words, when members of an organization accept the shared values, they become more
committed to them (Deal & Kennedy, 1982; Martins & Martins, 2003). Towers (2006)
maintained that a strong organizational culture was associated with employees’ motivation.
Whereas, organizations having weak culture were transient and sustained primarily by a few
executives of the organization. The culture type manifested in the organization explained the
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efficiency of the personnel in terms of performing their designated jobs and actualizing their
potential adequately, when both the organizational culture and staff motivation were
compatible (Wallach, 1983).

Quinn and Rohrbaugh (1981, 1983) proposed Competing Value Framework (CVF) to
investigate the main causes of organizational effectiveness. The chief idea of this model is
structured around two dimensions. The first dimension discusses external or internal focus of
the organization. The second dimension plans the extent to which an organization emphasises
individuality and flexibility, as opposed to control and stability. The crossings of two
dimensions create four types of leading organizational culture: hierarchy, clan, market and
adhocracy.

Organizational environment should be conducive for trust which makes the staff feel that
their organization is prepared to take challenges, and is ready to experience and invest in
innovative ideas (Hamdy, Aziz, & Rizkallah, 2015). Cucu-Ciuhan and Guita-Alexandru
(2014) examined the existing and preferred culture of organization from employees’ point of
view in Romanian state university. Results revealed that university’s current culture was
power type but employees preferred support type of culture. Teachers had high
self-actualization motivation. The study by Panagiotis, Alexandros and George (2014)
revealed a negative correlation between motivation level and hierarchy culture, whereas there
was positive correlation between motivation and clan culture. Alvi et al. (2014) conducted a
study and concluded that supportive and bureaucratic cultures significantly influence
employee commitment and job satisfaction, while innovative culture had no effect on
employee commitment and job satisfaction.

2. Method
2.1 Participants and Procedures

A cross-sectional survey design was employed in this study. A random sample of academics
was recruited from nine universities, located in the province of Punjab Pakistan. Sample
consisted of 351 academic staff from public universities. There were 213 males and 138
females, with an average age of 25 to 34 years participated in the study.

2.2 Instruments

In this study, work commitment was measured by Work Commitment Index (Blau, Paul, & St.
John, 1993), consisted of 31 items. WCI uses a 6 point Likert scale (1, strongly disagree to 6,
strongly agree). Reported Cronbach’s alpha coefficient in the past studies was 0.72 (Divkan
et al., 2013) and in the present study Cronbach’s alpha coefficient was 0.90.

To measure work motivation, Work Extrinsic Intrinsic Motivation Scale (Tremblay,
Blanchard, Taylor, Pelletier, & Villeneuve, 2009) was applied. The eighteen items scale in its
recent version supports the 6 factor structure of self-determination theory and each factor is
represented by 3 items. Scoring range from (7) “Corresponds exactly” and (1) “Doesn’t
correspond at all”. Reported Cronbach alpha values for work self-determined and
non-self-determined motivation were .87 and .72 (Tremblay et al., 2009) and in the present
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study Cronbach’s alpha coefficient was 0.95 and 0.91 respectively.

Organizational Culture Assessment Instrument (OCAI) was applied to measure organizational
culture. Modified version of the OCAI rooted in the competing value framework was
introduced by Cameron and Quinn (1999). The 24 items instrument consists of four subscales
named as clan, adhocracy, market, and hierarchy. Previously, Cronbach’s alphas range
between .58 to .88 were reported by Colyer (2000) and in the present study Cronbach’s alpha
coefficient was 0.83. OCALI offered five-point Likert scale ranging from (5) strongly agree to
(1) strongly disagree.

3. Results

The statistical analyses were performed with Partial Least Squares (PLS) technique using the
Smart PLS 3.0 software (Ringle, Wende, & Becker, 2015).

3.1 Measurement Model Evaluation

For the assessment of measurement model, the widely used practice is to calculate convergent
and the discriminant validity by conducting confirmatory factor analysis (CFA). Factor
loadings, average variance extracted (AVE) and also the composite reliability were examined
to ascertain convergent validity (Gholami, Sulaiman, Ramayah, & Molla, 2013). All loadings
were greater than 0.6 except one that was .52, the composite reliabilities were greater than 0.7
and the AVE values were greater than 0.5 as proposed by Hair, Hult, Ringle and Sarstedt
(2014).

Subsequently discriminant validity was estimated to measure idiosyncratic concepts as
suggested by Fornell and Larcker (1981). It can be seen in Table 1 that values on the diagonal
were greater than the other values presented in parallel rows and columns, and also higher
than 0.05 signifying the discriminant validity.

Table 1. Discriminant Validity

NSDM SDM WC Adho Mar

Non-self-determined Motivation 0.769

Self-determined Motivation -0.393 0.873

Work Commitment -0.671 0.732 0.801

Adhocracy -0.455 0.782 0.734 0.864

Market 0.348 -0.073 -0.252 0.042 0.730

[NSDM: Non-self-determined motivation; SDM: self-determined motivation;

WC: Work commitment; ADHO: Adhocracy; Mar: Market].
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3.2 Assessment of Significance of the Structural Model

The aforementioned assessments helped in accomplishing the inner model, which provided
the foundation for testing hypotheses by computing path coefficients and t-values. A
bootstrapping process with 500 resamples was run in the Smart PLS.

Self-
determined
work

Motivation

0.306**

ww R'=0.77
0.032 \

t=0.830 20,012
t=0.235 Work

'0.367**/
y 1
0.152*

Commitment

Non- self-
determined
work
Motivation

t=1.560

_—

Adhocracy
Culture

Market
Culture

Figure 2. Structural Model with Moderator

Earlier, hypothesis 1 anticipated that adhocracy culture will moderate the relationship
between self-determined work motivation and work commitment which was not accepted (3=
-0.012, t=0.235, p>0.1). Hypothesis 2 was supported and adhocracy culture was seen to
significantly moderate (3=0.152, t=3.037, p<0.01) the relationship between
non-self-determined work motivation and work commitment. Thereafter, the relationship
between self-determined work motivation and non-self-determined work motivation was not
found to be moderated significantly by market culture (3=-0.032, t=0.830, p>0.1), (B=-0.057,
t=1.560, p>0.05) as stated under H3, H4 respectively. The R value of 0.773 was greater than
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the 0.35 (significant) value as proposed by Cohen (1988). Figure 2 and Table 2 summarizes
the findings of the structural model analysis (hypotheses testing).

Table 2. Hypotheses Result

Hypotheses Relationship Std. Beta Std. Error T-Value P- Value Result VIF R* f Q°
H1 SDM*ADHO—-WC -0.012  0.053 0.235 0.407  Not supported 3.434 0.77 0.001 0.439
H2 NSDM*ADHO—WC 0.152 0.05 3.037 0.001  Supported 3.398 0.034

H3 SDM*MAR—WC 0.032 0.039 0.83 0.203  Not supported 1.787 0.003

H4 NSDM*MAR—WC -0.057  0.036 1.56 0.06 Not supported 1.573 0.009

***p<0.01; *p<0.05.

[NSDM: Non-self-determined motivation; SDM: self-determined motivation, WC: Work commitment; ADHO:
Adhocracy; Mar: Market].

Overall strength of the model was ascertained by calculating the effect size for the
endogenous variables. By noticing > values in Table 2, it is apparent that there was one
relationship with medium effect size.

Additionally, following the trends of PLS, predictive relevance of the model was also
determined. If Q* value is greater than 0 it indicates the predictive relevance of the model for
a certain endogenous construct (Hair et al. 2014). It can be seen from Table 2 that Q° value
for the endogenous construct is more than 0 indicating sufficient predictive relevance for the
model.

4. Discussion

Hypothesis 1 is not supported which shows inability of adhocracy culture to moderate the
relationship between self-determined work motivation and work commitment. It is consistent
with the study of Moynihan and Pandey (2007) who did not come up with significant
findings, when they investigated organizational predictors of public service motivation.
Panagiotis, Alexandros and George (2014) have established a negative relationship between
adhocracy culture and motivational factors of collegiality and working properties. Findings of
the present study are contradictory with previous researches in which social environment and
individual differences such as autonomous causality orientation was found to impact work
motivation, performance and commitment (Gagne & Deci, 2005). Moreover, past studies
have demonstrated the moderating effect of organizational characteristics connected with
organizational culture, such as level of interpersonal social communication and level of
mentoring socialization in the relationship between intrinsic motivation and job engagement
(Park & Word, 2009). Results of Joo and Shim's (2010) study revealed that organizational
learning culture moderates the association between psychological empowerment (proficiency
and self-determination) and organizational commitment.
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Hypothesis 2 is supported and showing that adhocracy organizational culture moderates the
relationship between non-self-determined work motivation and work commitment. Before
adding adhocracy culture, the relationship between NSDM and work commitment was
negative and when adhocracy was added as a moderator, the relationship turned into positive.
Adhocracy culture has played its role well as a moderator. These findings are also in line with
previous researches. Researchers found that organizational culture was a significant element
to influence employees’ motivation level (May, Bandar, Hutasuhut, & Yahya, 2014;
Panagiotis et al., 2014). Furthermore, Franco, Bennett, and Kanfer (2002) indicated that
components of adhocracy such as dynamicity and innovations also encourage public service
motivation.

Organizational culture has been proved to moderate and mediate the association between
numerous theoretic concepts such as justice perceptions and leader-member exchange
(Erdogan, Liden, & Kraimer, 2006). Researchers have proposed that public service
motivation is least related to employees and more associated with PSM standards that are
shared by organization and personnel’s and the possibilities to perform in coherence with the
standers tendered by the organization. Therefore, organizational culture can improve or
diminish PSM (Christensen & Wright, 2011).

According to Spector (2003) factors that motivate or demotivate employees, significantly
influence their feelings and attitudes toward their work. Besides their motivation and job
satisfaction is influenced by the way they perceive organizational culture. Additionally, it is
documented that the association between organizational culture and job satisfaction is
supported by the interaction of specific motives, needs and organizational culture (Hon &
Leung, 2011).

Hypotheses 3 and 4 are not supported which reflects that market type of organizational
culture does not moderate the relationship between SDM, NSDM and work commitment. It
may be because of the possibility that market culture and academics possess different values
(Schimank, 2005). It is also consistent with the study of Kurzdorfer (2016), who investigated
the impact of organizational culture on public service motivation and indicated that only
market culture was not emerged as a dominant culture in universities. Regardless of the
increased competitive orientation of universities, the emphasis on production and market
share does not appear to be yet applicable to universities and institutes, which are mainly
financed by the government and predetermined tuition dues. Besides, universities as
government organizations are regularly susceptible to policy restructurings (Rainey, 2014)
and therefore require to be enterprising and capable of becoming accustomed to innovations.
The motivation on accomplishing innovations equals the research element of universities
(Kurzdorfer, 2016).

5. Conclusion

For survival and advancement, both public and private, universities require committed staff.
The findings support the significance of organizational culture as an indispensable aspect to
augment work motivation and thereby boosting academics’ work commitment. Specifically,
the findings of this study suggest that a focus on adhocracy (innovation) culture can change
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the direction of relationship between non-self-determined work motivation and work
commitment from negative to positive. Academics who are even not working for idealism
and altruistic reasons can be committed to their work, if universities provide an innovative
and autonomy culture, and opportunities for personal development. Therefore, policies
should be made for the establishment of innovative and dynamic organizational culture that
focus on audacity, novelty, individual initiative and autonomy.

The findings of the study revealed organizational culture as a significant predictor of work
commitment. It may be because of the possibility that the higher education commission in
Pakistan has focused more on research. Promotion, salary and incentives of university
academics are based on the quantity of published research papers (Hoodbhoy, 2017).
Therefore, academics emphasized more on research than teaching. Overall, Asian culture is
considered collectivistic but now due to globalization and competitive environment it has
embraced characteristics of individualistic culture. Academics are more concerned with
extrinsic rewards. This situation can be improved by highlighting the importance of teaching
and by acknowledging only quality research, and by giving equivalent importance to teaching
as well as research as per criteria for pay and promotions. Besides, the level of work
motivation and work commitment can be enhanced by delivering training and development
plans for the deans and head of the departments in universities, for embracing new roles as
facilitators.

The results of the study cannot have a high degree of generalizability due to contextual nature.
Upcoming studies may be conducted on a larger sample, distributed across multiple
geographic areas in both public and private sectors to augment the generalizability of the
research. Besides, interviews may be conducted to take the real picture of organizational
culture. The influence of individual and situational factors on work commitment were
investigated in the current study. Future research should study other contextual variables as
moderators or mediators in different cultural context. Particularly, further research is
suggested to explore the effects of personal factors on work motivation and work
commitment, and investigate the preferred organizational culture along with the existing
culture.
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