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ABSTRACT

The study set out to comparatively analyse how Icadership quahity influence pertormance in
U gandan Universities. Two universities were chosen one was a public Univeraty and another
was private Lniversity.

Specifically the study sought to: examine the quality and nature ot leadership in Gulu
University and U ganda Martyvrs Universaty: explore the cffect of emplovee commitment in
the performance of Gulu and Uganda Martyrs Universities: and analyse the organisational
culture in Gulu and Uganda Martyrs Univeraities and how they attect pertormance in these
U niversities.

The design was majorly  quantitatine in nature. supported by cross sectional de<ign
Correlation suney design was used to help capture the extent of relations and explanatons to
the model. Findings indicate that transactional lecadership and transtormational leader<hip
were all practiced in the two Universities; Gulu University had the highest pertormance in
transactional leadership as compared to those of 1 ganda Martyrs U nneraty . Fmplovees
were committed to their institutions emplovees approved the provisions in organisational
culture and the two institutions were relatively pertorming well on certain indicators

We recommend that institutions should Thisten to allats beneticianies and they <hould be less
burcaucratic. appreciate their employee’s career advancements, supervisors should build trust
with their subordinates, supervisors should make personal <acnifices to their supervisors tor
the benetit of the institutions and supervisors should tind out what their emplovee’s want and
tn to get tor them

[t institutions are to improve on their performance. they should encourage the emplovees to
be part of their department’s success and farlures, make emplovees be emotionally attached to
their organisations and make the emplovees ke the organisations such that it becomes
difficult tor them to leave their orgamiations
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CHAPTER ONE

INTRODUCTION

1.0 Introduction

This studv was about leadership quality and organisational performance in | gandan
universities. It specifically looked at comparative study of Gulu University and | ganda
Martyts Universits Nkozi. This chapter presents background of the study. problem statement.
purpose of the study. study objectives. research questions. scope of the study and significance

of the study.

1.1  Background to the study

The study of | eadership 1s a cnitical factor in the success or failure of an organisation.
Excellent organisations begin with excellent leadership. and successful organisations
therefore retlect their leadership (Maritz. 1995 and Bass 1997). [ eaders are effective when
the influence they exert over their subordinates work towards achieving organisational
performance (Jones & George. 2000). Leadership is often regarded as the single most critical
success factor in the success or failure of an institution (Bass. 1990). Dimma (1989) believes
that leadership is undoubtedly the critical determinant of the success of an organisation. and
thus determines organisational performance in the competitive global market. Demand for
great leaders i1s growing in modern times. as society and technology i1s becoming increasingly
advanced. The ever changing business environment has created a need for leaders who can
meet the demﬂds and challenges of organizations functioning in complex competitive

environments. with the world open for trade.

Leadership affects all of us in some fashion at some point in our lives: when receiving
direction from our parents: the peer pressure and social status concerns we have as vouth:

instructions from teachers. coaches. and adults: interactions with community members and



authority figures (police. judges. social workers): experiences with partners. and perhaps the
most influential leaders tor the largest duration of our time. bosses. It has been found that

leaders in an organization can make the difference between success and failure (1 ussier ef al

2004

The importance of leadership as an integral part of quality management is well documented.
(Saraph. Benson and Schroeder. 1989, Anderson. Rungtusanatham. and Schroeder. 1994,
Black and Porter. 1996, Ahire. Golhar and Waller. 1996) 'l eadership. which includes
management commitment. 1s contained in virtually every definition of total quality and even
prescriptive model on how to achieve 1it” (Grandzol and Gershon. 1997, pd6). Indeed “any
individual or organization that wishes to take their imtial steps on their journey toward
quality must begin with a near sighted examination of its organization leadership capability
and culture © (Mauro and Mauro. 1999, p37) Feigenbaum stated that “quality today has
become the toundation for constant management innovation and leader<ship™ (F eigenbaum.
2007. p38) Juran stated that “attaining quality leadership requires that upper managers
personally take charge of the qualitv inmtiative.” (Juran er al. 1995, pl28) Quahty and
leadership are closely aligned and therefore in defining Quality [ eadership. leadership 1< first

defined by the traits. qualities and behaviors of a leader.

Quality leadership 1s where quality principles become “a basis for guiding. empowering and

supporting the constant pursuit of excellence by the employees throughout the organization”™
"

(Feigenbaum. 2007. p38). In this regard the emphasis is on “creating the power of an

environment of trust. openness and honest communication to encourage the development of

individual quality improvement entrepreneurs” (Feigenbaum. 2007. p39). The leader

specifically “has the responsibility to improve the system. i.e. to make it possible. on a

continuing basis. for everyone to do a better job with greater satisfaction™ (Deming. 1986.



p248). This leader “instead of being a judge, will be a colleague. counscling and lcading his
people on a da)‘m day basis, learning from them and with them™ (Deming. 1986, pl17).
While these arc the principles upon which quality leadership is built, how it 1s applied
means that it is “necessary to apply the entire array of quality know how (the quahty
disciplines) throughout the entire company to all functions and all levels and to do so in a

coordinated way " (Juran ef al. 1995, p128).

The leadership styvle that most relates to quality leadership. 1s transformational leadership
which “searches for ways to help motivate followers by satistyving high order needs and more
fully engaging them in the process of the work™ (Homer. 1997, p275). This s directly
“related to quality because transformational leaders are able to communicate and reinforce
values and express an inspirational vision tocusing on quality. They also encourage quality
improvement by building trust and reducing tear. creating awareness for change. developing
a culture to support that change and initiating new problem solving strategies™ (L.unia. 2008,
p3l). Itisinteresting to note that Deming in his book. Out of the Crisis. in chapter 2. which
is titled “Principles for Transformation.” stated that “the job of management is not
supervision. but leadership. The required transformation of the western styvle of management

N

requires that managers be leaders™ (Deming. 1986. pS4).

For more than a decade. organisational environments have experienced radical changes As a
result of greater competition in the global marketplace the majority of organisations have
greatly streamlipgd their operations (Collis & Montgomery. 1995). Evenn moment presents a
diverse sct of challenges and obstacles: laws and regulations are evolving. the economy is
altering. and. most importantly. no one 1s aware of what problems or obstacles will arise.
Furthermore. organisations can also perform well or poorly due to external forces. such as
interest rates and taxation. To remain competitive in such an environment. an organisation

needs to get the most out of its assets. especially the human assets.

3



The Oxford Dictionan provides the simplest definition of a leader “the person followed by
others” thus leadership implies the ability to influence others. l.eaders can aptly be described
as “the brokers of time and relationships™ (Krahenbuhl. 2004). Leadership in higher
education involves a relationship or. in the words of Mormill (2007) a ““followership™. Astin
and Astin (2000) concur by defining leadership as a “collaborative endeavour among group
members”. Bennis and Nannus (1985) consider that leaders must establish a deep relationship
with the group. to identifs and represent the group’s interests “It 1s collective. there is a
symbiotic relationship between leaders and followers. and what makes it collective 1s the
subtle interplay between the followers’ needs and wants and the leader’s capacity to
understand. one wav or another. this collective aspirations. [.eadership can move followers to
higher degrees of consciousness. such as liberty. freedom. justice and self actualization™. The
authors made a clear difference between leadership and management. for them management
means to be in charge of something. to have the responsibilits. while leadership is the ability
to influence others. to guide them in a defined course. direction. or action. Other authors
present dittferent perspectives that challenge the traditional mental models of leadership.
Greenleaf (1996) tor example. introduced the concept of leader as a servant Tlle servant

leader is servant first: it begins with the natural feeling that one wants to serve, to serve first.

Then conscious choice brings one to aspire to lead. That person is sharply different from one
who is leader first”. Furthermore. Block (1993, 1996) introduces an interesting and
alternative con:e'pt: Stewardship. where he challenges traditional lines of command and
control. organizational structures and the distribution of power. He proposes a new order
fostering democracy. service. responsibility and partnership. “Stewardship holds the
possibility of shifting our expectations of people in power. Part of the meaning of

Stewardship is to hold in trust the well being of some larger entity —our organization. our

4



community. the earth itselt™. Through out this study. | will be using the term leader to mean
individuals in orQanisatinns who assume a formal leadership role example supervisors and
managers. Although leadership theorists typically have tocused on leadership as a process
rather than leadership as a role (Yukl, 1998), my tocus is on individuals who by virtue of
their organizational position have legitimate reward and coercive power (French & Raven,

1959).

Higher education includes “all types of studies. training or training for research at the post-
secondany  level. provided by uninversities or other educational ¢stablishments that are
approved as institutions of higher education by the competent Mate authonitics” | ganda
currenthy has two categories of higher education institutions. Pubhic and private higher
institutions. All public and private higher educational institutions are currently managed
under the U niversities and Other Tertian Institutions Act. 2001 This At created the
National Council tor Higher education whose mandate i< to. Regulate and guide the
establishment and management of institutions ot higher leaming. Regulate the quahity of
higher education. equate quahifications: and advise government on higher education i1ssues.

Within each institution. the law provides for.  the Chancellor who s the ti“t‘ular and
ceremonial head. The Unnversity Council which 1s the policy making body: The Vice
Chancellor who 18 the chiet executive of the institution. and the head of the administrative
and implementation organ ot the institution. The senate which 1s the academic decision
making body in the institutions designing and regulating academic policy including research.

o |

transmission of knowledge. admission.  examinations. the conferment of degrees and
certificates. rules pertaining to academic standards and other sub bodies committees of the
above bodies. The roles and tunctions of leadership are today integrated in higher education

where academic leaders need to lead. motivate or direct their units to accommaodate

transformation collaboratively. Higher education leadership today is confronted not only by



transformation but also with the task of simultaneously moving universities forward.
Increasingly. measurement of educational outcomes is a core ingredient of assessing the
value offered in any higher educational system. The management of higher institutions leaves
a lot to be desired in terms of rampant violence, strikes and hooliganism which interrupt the
institutions programmes and that is why the researcher wants to examine the relationship
between leadership and organisational performance especially in higher institutions of

leaming.

12 Statement of the problem

Recent studies not only highlight the diversity of universities. departments and leaders but
also the constant change. adjustments and turbulent environment of higher education during
the past few vears (Hanna. 2003). The context of the higher education leadership mantle is
dvnamic. complex and multidimensional (Filan & Seagren. 2003. p. 21). The elusiveness of
the leadership notion has enticed researchers to interpret. capture and analvse the essence of
leadership in higher education from different perspectives. As Bums (1978) noted.
“Leadership is one of the most observed and least understood phenomena on earth™
Although these studies identified leadership as a concrete and observable phenomenon. no
consensus has as vet been reached on the exact characteristics of a successful leadef in higher
education (Buller. 2006). The issue of leadership in higher education presents numerous

opportunities to investigate leadership quality and practices.

Leadership in Wgher education encompasses a much more complex meaning that reaches
beyond a single authority figure and revolves around the needs. aspirations and expectations
of both the leader who aspires to lead and those who choose to follow (Keith & Levin, 2002).
Effective academic leadership can be viewed as being the biggest advantage a university can

have in a resource-hungry. competitive higher education environment (Ramsden. 1998).



Clearly not all leaders are the same, so what constitutes a leader? Is it their unique personality
traits; specific skills that are learned; or a combination of both of these factors? Does it
depend upon the situation a leader encounters? Why do some leaders embody positive moral.
ethical and empowering behaviour while others do not? What constitutes functional
leadership and high quality leader-member (or follower) relationships? What is the role of the
leader. the follower and the organization to ensure effective and successful leadership? What
makes the difference to poor. good or great leadership?

Leadership makes a difference to organizational effectiveness and that is the number one
reason people leave their jobs because they feel they are being treated poorly by their bosses
(Lussier et al. 2004). For those emplovees who stay with supervisors they perceive as
ubusive, there is a higher association of lower commitment. higher conflict between work and
family. and psychological distress (Lussier er al. 2004) . stress related claims. absenteeism.

tumover. and the loss of creativity and productivity (Lussier ef al. 2004).

Isoke (1997) reveals that at Makerere University. programmes were interrupted by strikes
over issues such as delays in payment of allowances. Since then. unrests have continued at
Makerere and other public universities. James Odiya. Communication (September ‘I".7‘h 2008)
said that Gulu University has witnessed a series of strikes and demonstrations by both staff
and students over delaved or non payvments of allowances. On 21st May 2010. The Daily
Monitor reported that Lugazi University was facing closure and the reasons that the Director
for National Council of Higher Education gave to The Dailv Monitor was that of

"
inappropriate qualified staff in the library. failure to pay salaries to lecturers. financial

problems.

Mafabi. cited in Isoke. 1997 observed that the failure or success of any institution of higher
leamning worldwide highly depends on the managementleadership stvle emploved in that

Institution.



1.3

General objective of the study

The purpose of this study was to investigate the relationship between leadership quality and

organizational pertormance in higher institutions of leaming in l.ganda.

1.4

I.

.o

1.6

Specific Objectives

To examine the quality and nature of leadership in Gulu University and | ganda
Martyvrs University.

To explore the eftect of emplovee commitment in the performance of Gulu and
U'ganda Martyrs Universities.

To analyse the organisational culture in Gulu and 1 ganda Martyrs U niversities

and how they attect pertormance in these U niversities

Research Questions

What are the leadership qualities in Gulu and | ganda Martyvrs | niversities?

What 1s the effect of emplovee commitment in the performance of Gulu and
| ganda Martyrs  niversities?

What is the effect of organisational culture in the performance of Gulu and

L ganda Martyrs [ niversities? “

Conceptual framework

The ideal conceptualization of leadership quality and performance in | ganda U niversities is

built on the idea that leadership quality is power and influence that directs people to

effectively perfM'n as in the figure below:



Figure I: Conceptual framework showing leadership quality and organisational

performance

Performance
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source” Adopted from Hersey and Boanchard 198K,

1.6.1 [Interpretation of conceptual framework

Pertormance 1s taken as dependent varniable and | eadership quality 1< taken a< independent
variable. Employee commitment and organization culture are taken a< moderating vaniable

[ cadership quahity 1s constituted by transactional leadership and transtormational leadership

1.7 Scope of the study

Content scope The study addressed the relationship between leadership quality  and

organizational pertormance It used a cross sectional suney research design and had two
~

universities tor comparison. Data was collected using selt made questionnaire.

Temporal scope The data used covers the period 2003-2010. However. the study took one

vear tor completion

Spatial scope. the study drew respondents from Gulu U niversity and | ganda Martyvrs

- !
University \Nkozi

1.8  Significance of the study

It was hoped that the tindings of the study would be of benefit in number of situations

including but not limited to the following ways outlined below



The findings of the study would be usetul to the policy makers and implementers in the
various Uniwersifics. The study would shed light on the relationship between lcadership
styles of supervisors and the university's performance. It would help the university
administration to know leadership problems in Uganda ('gandan Universities and come up
with the best leadership style to use. In turn this would help universities identify the need for
appropriate leadership style to use in their institutions.
The findings would be used by those involved in supenvision and monitoring of universities.
where special emphasis would be placed on the factors which influence the university ‘s
performance in | gandan U niversities. The political leaders in the Ministny of Education and
Sports might benefit from the study. because the findings might guide them in prioritizing the
allocation of resources. By tfocusing on the specific leadership factors which influence
university's pertormance. the study might motivate tuture researchers to identify others
factors with a view to establishing the role each factor plavs in the overall U niversity
performance. In terms of the system of performance appraisal of the institutions, the tindings
of the study would indicate the strength of leadership stvles. and their contribution to the
welfare and pertormance of the schools
The study would shed light on the view of leadership as involving more than the leader s
~
personality and tocusing on leaders as dominated by headship.
Above all. this study would help the researcher to compile a dissertation which was a
requirement for the award of the Master of Arts in Public Administration of Gulu University .
i |
Above all. this study will also help the researcher to compile a dissertation which is a

requirement for the award of the Master of Arts in Public Administration of Gulu University.

10



CHAPTER TWO

REVIEW OF RELATED LITERATURE

2.0 Introduction

This chapter consists of a critical review of relevant hiterature. The review encompasses
nature and quality of leadership. emploree commitment. organisational culture and

organisational performance.

| Leadership Quality

Concept and History of leadership

(Curiosity about the topic of leadership has existed throughout history: however the topic of
leadership as a subject of scientitic study did not begin until the 1930°s and 1940°< (Bass
1990). According to Yukl (2010) the understanding of leadership behavior since the 1950°¢
“has followed the pattern set by the pioncering research programs at Ohio State U niveraity
and the University of Michigan™ (p. 45). During this time leadership theorists were interested
in eftective leadership behavior. and measured how often leaders used these behaviors. Such
research indicated that two broad categories of leader behavior existed: behaviors focused on

~

task accomplishment and those focused on developing relationships with followers.

In the 1960°s and 1970°< leadership theorists began to focus on how leaders make decisions.
particularly on issues such as participation of and delegation to followers (Bass 1990). The
relationship between the leader and the follower were also explored. such as whether the
leader changed their behavior for difterent followers. Theories and ideas introduced during
this development period include the Leader-Member Exchange theory. implicit leadership

theories. impression management concepts and self-management concepts.



Again, the interest shifted towards power as theorists wanted to learn more about how leaders
influenced peoplé to carmy out requests. What resulted was the achnowledgement of difterent
types of power: reward power, coercive power. legitimate power. €\pert power. and reterent
power. Different influence tactics were also tound: rational persuasion, apprising.
inspirational appeals. consultation. exchange. collaboration. personal appeals. ingratiation,

legitimating tactics. pressure and coahtion tactics (Bass 1990).

In the 1960°s and 1970°< leadership theonists were also interested in "aspects of the situation
that enhance or nulhify the ettects ot a leader’s traits or behavior™ (Yukl, 20100 p 224) The
first of these theornies includes Fiedler's [east Preterred Co-worker (I PC) Contingency
dodel. tollowed by the Path-Goal Theonn of leadership. Situational | eadership Theon.
[ eadership Substitutes Theory. Multiple-1 inkage Model. and Cognitive Resource Theons (in

the 19807s).

Moreover in the 1980°<. researchers became interested in the “emotional and symbolic
aspects of leadership”™ (Yukl. 2010, p 260) The theories of charismatic and transformational

leadership were developed. Debates  about the distinction  between leadership and
management also occurred This 1ssue tended to recur because some researchers could not
delineate the ditterence between leadership and management. Fxamples of 1deas that were
researched during this phase included rescarch on cross-functional teams. <elf-managed
teams. virtual tcams. member skill and role clanty.

'

In the 1990°< and 2000°s as organizational failures attributed to unethical decision making
increased. interest in cthical leadership and influence on leader values and integrity grew.

What resulted tfrom this focus on ethics were: Ethical Leadership. Transforming | eadership.

Servant Leadership. Spiritual [eadership. and Authentic [ eadership. There was also an



increased interest in studying leadership in non-Western cultures. and leadership diffcrences

among women and men.

Leadership Defined

Although there has been much investigation in the study and practice of leadership. there stll
isn't a generally accepted definition of leadership. In a popular textbook on leadership. Yukl
(2010) defined leadership as “the process of influencing others to understand and agree about
what needs to be done and how to do it. and the process of facilitating individual and
collective efforts to accomplish shared objectives™ (p. 8). Yukl's definition states that
leadership includes eftorts to intfluence and facilitate the current work ot the group. and it also

ensures that the group is ready to meet future challenges.

Although Yukl's definition i1s comprehensive. there are many rescarchers whaose definitions
of leadership tocus more narronlv. For example. Hemphill & Coons (1957) believe
leadership is. “the behavior of an individual directing the activities of a group toward a shared
goal” (p. 7). Katz and Kahn (1978) believe leadership is “the influential increment over and
above mechanical comphiance with routine directives of the orgamization™ (p. 528). The
reason for the vaning detimitions is because researchers define leadership according to their
own perspective. the areas of leadership that most interest them. and the specific aspects of
leadership they attempt to explore. A consequence of this is that when conducting leadership
studies. differens leadership researchers select different definitions of leadership so as to
eliminate anyv confusion in the interpretation of their research results. This can lead to
difficulty in interpreting results across studies to understand the broader topic of leadership.
Because of the conceptual ambiguity. leadership may never be defined in a way that all

researchers agree on.

13



The choice of a definition of leadership is of critical importance to leadership development
After all. one has to lmmxt specifically what is being developed. For the purposes of this
paper. the definition of leadership | will use is Yukl's definition of leadership. because 1t
focuses on leadership as a process. and addresses activities | believe are cnitical to a leader
successfully tultilling their responsibilities. namely involving others to understand and agree
upon a common goal and plan. and working to accomplish collective and individual
objectives.

Quality and Leadership

The importance of leadership as an integral part of quality management 1< well documented
(Saraph. Benson and Schroeder. 1989, Anderson. Rungtusanatham. and Schroeder. 1994,
Black and Porter. 1996, Ahire. Golhar and Waller. 1996) [l eadership. which includes
management commitment. is contained in virtually eveny definition of total quahity and even
prescriptine madel on how to achieve 1t” (Grandzol and Gershon. 1997 pd6)  Indeed “any
individual or organization that wishes to take their inital steps on their joumey toward
quality must begin with a near sighted examination of its organization leadership capabiliny
and culture” (Maure and Mauro, 1999, p37) Feigenbaum stated that “"quality today hac
become the toundation tor constant management innosation and leadership”™ (Feigenbaum.
2007, p38) Deming stated about his book. Out of the Cnisis. that “actually. most of this book
1s involved with leadership. Juran stated that “attaining quality leadership requires that upper
managers perscnally take charge of the quality initiative ™ (Juran er a/. 1995, p12R)
'

While qualits and leadership are closely aligned. it is better first to define leadership by the
traits. qualmes and behaviors of a leader. What traits reflect quality leadership and which
leadership thevries are most closely aligned to it. “Both leadership theories and TQM have
had as primary objectives the enhanced performance of organizations and increased job

satisfaction for employees™ (Puffer and McCarthy. 1996. p109). The kev differences in
14



leadership between TQM and traditional organizations are as follows: Strategic leadership 1s
more important in TQM organizations because TQM is more likely to emphasize that intemal
systems be aligned with external environments: Visionary leadership because the success of
TQM depends on employees sharing a common vision or goal: Designing rew ard sy stems for
all stakeholders to foster creativity and innovation. Empowcerment and teamwork. timely
responses to customer concerns by having all employees take a leadership role as well as

share information and expertise” (Pufter and McCarthy. 1996, p125).

Perhaps the leadership stvle that most relates to quality leadership. 1s transformational
leader<hip which “searches for wavs to help motivate followers by <atisfyving high order
needs and more fully engaging them in the process of the work™ (Homer. 1997, p275) This
is directly “related to quality because transformational leaders are able to communicate and
reinforce values and express an inspirational vision focusing on qualits . They also encourage
quahty improvement by building trust and reducing fear. creating awareness for change.
developing a culture to support that change and initiating new problem solving strategies”
(Luna. 2008, pil). [t s interesting to note that Deming in his book. Out of the Crisis. in
chapter 2. which is titled "Principles for Transtormation.” stated that “the job of managem;m
1S not supenvision. but leadership. The required transformation of the western styvle of

management requires that managers be leaders™ (Deming. 1986. pS4).

Quality leadership is \\rere quality principles become *“a basis for guiding. empowering and
supporting the constant pursuit of excellence by the employees throughout the organization™
(Feigenbaum. 2007. p38). In this regard the emphasis is on “creating the power of an
environment of trust. openness and honest communication to encourage the development of
individual quality improvement entrepreneurs” (Feigenbaum. 2007. p39). The leader

specifically “has the responsibility to improve the system. ie. to make it possible. on a
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continuing basis. for everyone to do a better job with greater satisfaction”™ (Deming. 1986.
p248). This leader ‘:instcad of being a judge, will be a colleague. counseling and leading his
people on a day to day basis. learning from them and with them™ (Deming. 1986. pl17).
While these are the principles upon which quality leadership is built. how it is applied
means that it is “necessary to apply the entire array of quality know how (the quality
disciplines) throughout the entire company to all functions and all levels and to do so In a

coordinated way ™ (Juran et al. 1995, p128).

Power and influence theories

There are two tvpes of power and influence theories namely: 1) theories that consider
leadership in terms of the influence or effects that leaders may have on their followers (social
power theons and transformational leadership theory) and 2) theories that consider leadership
in terms of mutual influence and reciprocal relationships between leaders and followers

(social exchange theorny and transactional leadership theory).

2.1.1 Transactional Leadership

Bass and Avolio (1997) describe the transactional leadership style as being based on
traditional bureaucratic authority and legitimacy. Transactional leaders are able to_entice
subordinates to perform and thereby achieve desired outcomes by promising them rewards
and benefits for the accomplishment of tasks (Bass. 1990). Bass (1990) describes the
transactional leader’s relationship with the subordinates as having three phases. Firstly. he
recognises what su'hordinates want to get from their work and ensures that thev get what they
want given that their performance is satisfactory. Secondly. rewards and promises of rewards

are exchanged for employee’s effort. Lastly. the leader responds to his employee’s immediate

self interests if they can be met through completing the work.
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Transactional leaders are those leaders who implement structure and are understanding
tomards their emp‘lo_\'ees (Senior, 1997). Bass (1985:27) indicates that transactional leaders
“generally reflect on how to marginally improve and maintain the performance. how to
replace one goal for another. how to decrease resistance to particular actions. and how to
execute decisions”™. This form of leadership emphasizes the clarification of goals. work
principles and standards. assignments and equipment (Bass. 1985) Transactional leaders
tocus their energies on task completion and comphance and rely on organisational rewards
and punishments to influence emplovee performance. with reward being contingent on the
tollowers carrving out the roles and assignments as detined by the leader (Bass and Avolio,
2000: Mester. er al.. 2003). In other words. the leader rewards or disciplines the followers

depending on the adequacy of the follower’s performance (Senior. 1997)

The transactionai leader 1s known to change promises for votes and works within the
tframework of the self-interest of his or her constituency (Bass. 1990) The transactional
leader pursues a cost-benefit. economic exchange to meet subordinates” current material and
physical needs. in exchange tor “contracted” services rendered by the subordinates (Bass.
1983). Therefore. transactional leaders are thought to have an exchange-based relation<hip
S
with their followers (Bums. 1978 Senior. 1997). Bass (1985) suggests that transactional
leadership uses satisfaction of lower order needs as the principal basis for motivation The
focal point of transactional leadership is on role elucidation. The leader assists the follower in
understanding precisely what needs to be achieved in order to meet the organization’s
'
objectives (Bass. 1985). Leaders who display a transactional leadership stvle define and
communicate the work that must be done by their followers. how it will be done. and the

rewards their followers will receive for completing the stated objectives (Bums<. 1978, in

Bass and Avolio. 1990a; Avolio. Waldman and Yammarino, 1991 Mever and Botha. 2000).
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Transactional leadership occurs when lcaders approach followers cither to correct a problem
or to establish an agreement that will lead to better results. Additionally. transactional
leadership concerns the style of leadership where the leader makes work behaviour more
instrumental for followers to reach their own existing goals while concurrently contributing
to the goals of the organisations (Brand. er al.. 2000). Transactional leaders are suited to a
more stable business environment with little competition, as characterized by the business
arena prior to the 1980s (Tichy and Devanna, 1986). In a stable environment. transactional
leaders manage what thev find and leave things much as they found them when they move on
(Howell and Avolio. 1993). However. the current competitive business environment requires
a new styvle of leadership in order to ensure the organisation’s survival and performance.

ramely transtormational leadership (Bass. 1985: Brand. e al.. 2000).

2.2.2 Transformational Leadership

The difference between transformational and transactional leadership lies in the way of
motivating others. A transformational leader’s behaviour originates in the personal values and
beliefs of the leader and motivates subordinates to do more than expected (Bass. 1985). Bums
(1978) identified transformational leadership as a process where. “one or more persons
engage with others in such a way that leaders and followers raise one another to higher levels
of motivation and morality .

For transformational leadership style. the follower feels trust. admiration. lovalty and respect
towards the leader. and is motivated to do more than what was onginally expected to do
(Bass. 1985: Katz& Kahn. 1978). The transformational leader motivates by making follower
more aware of the importance of task outcomes, inducing them to transcend their own self-
interest for the sake of the organization or team and activating their higher-order needs. He
encourages followers to think critically and seek new ways to approach their jobs. resulting in
intellectual stimulation (Bass er al.. 1994). As a result, there is an increase in their level of

performance. satisfaction. and commitment to the goals of their organization (Podsakof¥ e al.
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1996).

Bass (1990). proposed four behaviours or components of transformational leadership to
include charisma, inspirational motivation, intellectual stimulation. and individual
consideration.

Charisma. or idealized influence or attributes. is characterized by vision and a sensc of
mission. instilling pride in and among the group. and gaining respect and trust (Humphreys &
Einstein. 2003). Charismatic behaviour also induces followers to go beyond self-interest for
the good of the group. providing reassurance that obstacles will be overcome. and promoting
confidence in the achievement and execution influence (Conger and Kanungo. 1998: Howell
aad Frost. 1989) and followers place an inordinate amount of confidence and trust in

charismatic leaders (Howell and Avolio. 1992).

Inspirational motivation 1s usually a companion of charisma and is concemmed with a leader

setting higher standards. thus becoming a sign of reference. Bass (1985). points out followers

look up to their inspirational leader as one providing emotional appeal to increase awareness

and understanding ot mutually desirable goals. This is characterized by the communication of
~

high expectations. using ssmbols to focus eftorts. and expressing important purpose in simple

ways. The leader always behaves talking optimistically about the future. articulating a

compelling vision for the future and providing an exciting image of organizational change

(Bass and Avolio. 1994). The motivation occurs by providing meaning and challenge to the

'
tollowers  work: individual and team spirit are aroused and. enthusiasm and optimism are

displayed. The leader encourages followers to envision attractive future states. for the

organization and themselves (Bass er al. 1997).

Intellectual stimulation provides followers with challenging new ideas and encourages them
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to break away from the old ways of thinking (Bass, 1985). The leader is characterized as one
promoting intelliéence. rationality. logical thinking. and careful problem solving. The
attributes include seeking differing perspectives when solving problems. suggesting new
ways of examining how to complete assignments and encouraging re-thinking of ideas that
have not been questioned in the past (Bass and Avolio. 1994). The leader encourages the
followers to be innovative and creative by questioning assumptions. reframing problems. and

approaching old situations in new ways.

Finally. the fourth dimension of transformational leadership 1s “individual consideration™
which is concerned with developing followers by coaching and mentoring (Bass. 1985 Bass
&« Avolio. 1990). The leader pavs close attention to the inter-individual differences among

the followers and act as mentor to the follower. He teaches and helps others develop their
strengths. and listens attentively to others” concerns (Bass and Avolio. 1994). Followers are

treated individually in order to raise their levels of maturity and to enhance effective ways of

addressing their goals and challenges (Bass. 1985).

Some common characteristics of transformational leaders are: they see themselves as change
agents. are visionaries who have a high level of trust in their intuition; are risk-takers< but not
reckless: can articulate core values which guide their own behaviour: have exceptional
cognitive skills and deliberate before taking action: believe in people and show sensitivity to
their needs: and. show flexibilits and an openness to leaming from experience (Lussier. R..
'
2004). Transformational leaders are usually charismatic: have articulate visions. are
considerate and attentive to followers' needs and motivations: and have skills and abilities

that influence followers to share their vision. There is a lot of research behind this popular

leadership theory ("Vorthouse. 1997, p.144).
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Some limutations .include the tendency for supporters of this theory to see the leader as the
focus of all exchanges rather than in an interdependent process with followers Itis a ditficult
challenge to train leaders to be transformational and visionan . It can also be seen as
autocratic in that one person's vision becomes the standard tor the organization. There 15 also
a strong attachment to charismatic leadership which highlights trait thcorn components and
focuses on the leader more than the exchanges with followers or the organizational vision

Leadership. according to these various theories. may include intfluences <uch as personality
traits. situational variables. organizational contexts or a desire to reach specitic outcomes

using a varicty of means.

Transtormational leadership concems the transtormation of followers” beliefs. values. needs<
and capabilities (Rrand. er a/. 20000 Yukl (1989, in Kent and Chelladurai. 200 1) detine<
transtormational leadership as “the provess of intluencing major change< in artitudes and
assumptions of organisational members and buillding commitment tor the organication’s
mission and objectives”  Transtormational leaders theretore teach their tollowers to become
transtormational leaders in their own right (Bass. 1994)
~

Transtormational leaders encourage subordinates to adopt the organisational vision as therr
own. through nspiration (Cacioppe. 1997). In addition. 1t 1s widely accepted that
transtormational leadership occurs when people engage with each other in such a way that
leaders and tollowers raise cach other’s levels of motivation (Bums. 1978) Furthermore.
these leaders attempt to elevate the needs of the follower in line with the leader’'s own goals
and objectives. Transtormational leadership communicates a vision that inspires and
motivates people to achieve something extraordinany. Hughes. Ginnett and Curphy (1994)

believe that transtormational leaders also have the ability to align people and the syvstems <o

there 1s integritv throughout the organisation. Moreover. transformational leaders are



responsible tor motivating their employees to go beyvond ordinary cxpectations by appealing
to their higher o'rdcr needs and moral values. This leadership has consistently  <shown
advantages on a range of individual and organisational outcomes. such as objectives and
performance (Bass, 1998). Through sctting more challenging expectations and raiang levels
of seltf and collective efficacy, such a leadership style typically achieves significantly higher
performance and commitment levels trom their emplovees (Yukl, 1998: Arnold. Barling and
Nelloway, 2001: Hater and Bass. 1988 in Mester. er a/.. 2003). While tran<tormational
leadership inspires common geoals and aspirations that tend to transcend tollower<” individual
needs and result in the attainment of major transtormation in work-place ettectiveness, 1t
would be narrow -minded to view transtormational leaders as the exclusive participants< in the
process ot eader-tollonwer exchanges. Transtormational leadership extends tran<actional
leadership to attain higher levels of subordinate performance. but achieves this addition by
utihizing vanous motnvational methods and diverse types of objectives and goals (Bass,
Wvolioand Goodheim, 1987 Barling. ¢7 w/ . (2000 tound that subordinates” organizational
commitment was positively correlated with the transtormational leadership behaviours of
their supervisors. In summan . empirical literature indicates that transtormational leadership

~~

IS positively connected with leaders” etfectiveness (Bass. 1998) Rescarch by Pruiin and
~

Boucher (1994) shows evidence that transtormational leadership 18 an extension of
transactional leadership. theretore these two leadership styvles are not mutually exclusive. as a
leader may display a vanving degree of transactional or transformational leadership (Bass,
1997 Ristow. 1998).

The transtormational leaders are proactive in manv different and unique wavs These leaders
attempt to optimize development. not just performance. Development encompasses the
maturation ot ability. motivation. attitudes. and values. Such leaders want to clevate the

maturity level ot the needs of their assoviates (from security needs to needs for achievement

and self-development). They convince their associates to strive for a higher level of



achievement as well as higher levels of moral and ethical standards. Through the
development of their associates, they optimize the development of their organization as well.

High pertorming associates build high performing organizations.

Hooper and Potter (1997) extend the notion of transformational leadership to identify seven
key competences of “transcendent leaders™: those able to engage the emotional support of
their tollowers and thus effectively transcend change. The competences identified are setting
direction, setting an example. communication. bringing out the best in people. being a leader
who is a change agent and providing decision in a crisis and ambiguous situations.

The above behaviours of the transformational stvle of leadership are contrasted to a passive.
weftective laissez-faire leadership styvle. where no attempt is made by the leader to motivate
others or to recognise and satisty individual needs. Laissez-faire or “hands-otf" leadership
was identified by Bass and Avolio (1994) in the Full Range Leadership Development Model
as a non-transactional factor. Furthermore. laissez-faire leadership stvle is characterised by
leaders who avoid decision-making. the provision of rewards and the provision of positive or
negative feedback to their subordinates. with the leader clearly abdicating responsibility to
others (Bass and Avolio. 1997; Hartog and van Muijen. 1997, in Mester. e7 al.. 2003).

~

Differences and similarities between transactional and transformational leadership

Transactional leadership has been the traditional model of leadership with its roots from an
e 'Y .

organisational or business perspective in the ‘bottom line’. Stephen Covev writing in

"Principle-Centred Leadership”™ suggests that transformational leadership ... focuses on the

"top line”” and ofters contrast between the two (a selection being):
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Transactional Leadersl.ﬁp ! Transformational i:eadership

“Builds on man's need to get a job done and  Builds on a man’s nced for meaning
make a living .

e = —— - = -

s br&:cé_ﬁhicd with power and position, politics  Is  preoccupied with  purposes  and  values.

and perks morals. and ethics
Is mired in dailv attairs -  Transcends daily afYairs
Is short-term and hard data orientated Is orientated toward long-term goals without

compromising human values and principles

—_ - —_— e ——— —

Focuses more on missions and strategies

Focuses on tactical issues

—_—— - S N . e —

KRelies on human relations to lubricate human  Releases human potential - identitving  and

interactions developing new talent

e i | S T e 'S i

Follows and tultil- -ole expectations by striving  Designs and  redesigns jobs to make them

to work ettfectively within current syvstems meaningful and challenging
Supports structures and systems that reinforce Ahgns intemal structures and <vstems  to
the bottom line. mavimise ethiciency. and reinforce overarching values and goals

guarantee short-term profits

Comparison of Trarsactiona and Trarstormational | eadership 1Cover, 1992,

2 Employvee Commitment

A wide vanety of defimtions and measure of organizational commitment evist. Becker.
. - . : | .

Randal. and Riegel (1995) defined the term in a three dimensions: a strong de<ire to remain a

member of a particular organization. a willingness to exert high levels of efforts on behalf of

the organization and a define belief in and acceptability of the values and goals of the

organization.

To Northcraft and Neale (1996). commitment is an attitude reflecting an emplovee's
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loyalty to the organization, and an ongoing process through which organization members
express their concém for the organization and its continued success and well being.
Organizational commitment is determined by a number of factor. including personal
factors (c.g.. age. tenure in the organization, disposition. internal or cxternal control
attributions); organizational factors (job design and the leadership style of one's
supervisor); non-organizational factors (availability of alternatives). All these things affect
subsequent commitment (Norteratt and Neale. 1996).

Mowday. Porter. and Steer (1982) sec commitment as attachment and lovalty. These
authors describe three components of commitment: an identification with the goals and
values of the organization. a desire to belong to the organization. and a willingness to

<.splay ettort on behalt of the organization.

A similar definitinn of commitment emphasizes the importance ot behaviour in ¢reating 1t
Salancik (1977) conceives commitment as a state of being in which an individual becomes
bound by his actions and it 1s these actions that sustain his activities and involvement From
this detimition. 1t can be interred that three teatures of behaviour are important in binding
individuals to act: visibility of acts, the extent to which the outcomes are irrevocable: and the
~

degree to which the person undertakes the action voluntarilv. To Salancik therefore.
commitment can be increased and hamessed to obtain support for the organizational ends and
interests through such things as participation in decision-making.

Based on the multudimensional nature of organizational commitment. there is growing

: '

support tor a three-component model proposed by Mever and Allen (1991). All three
components have implications for the continuing participation of the individual in the

organization. The three components are:

)
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Affective Commitment involves the employees‘emotional attachment to, identification with,
and involvement in the organization. Affective commitment shows the level of employee
attachment with the organization including beliefs, willingness and desire regarding
organizational goal achievements. Affective commitment of employees toward the
organization has three different shapes: one is identification. second is formation and third is
maintaining. In affective commitment. emotion for the organization is formed at the
beginning stage. followed by identification of emotions with the organizational goals and
objectives and finally maintaining these emotions toward the organization. Therefore Jaros et
al. (1993) says that affective commitment of employvee is a psychological attachment with the
organization. Affective commitment has close relationship with the personal characteristics

as age. gender. tenure. and organizational characteristics.

Continuance Commitment involves commitment based on the costs that the employvee
associates with leaving the organization. Emplovees have different stakes benefits attached
with their organization which are given to them at the time of retirement It is called
continuous commitment or emotional attachment of the emplovees. Continuous commitment
1s based on the Becker's Bet theory (1960) which state that emplovee made long investment
~
of time in the organization and leaving the organization give loss. therefore emplovee show
iIntention to stay with the organization. The investment of emplovee in the organization
includes time. work. effort. abilities and relationship with other emplovees which cannot
found in next job. Therefore the tumover of the employees remains low in the organization
and overall there'is a positive effect on the performance of the organizations. This is also
psychological attachment of employee with organization because emplovee perception of
loss. Major variables associated with the continuous commitment are investment and

alternative employment.

26



Normative Commitment involves the employees' feelings of obligation to stay within the
organization. Noﬁnativc commitment is referred to the loyalty to the employce with the
organization and employee has obliged feeling toward the organization. Obligations arc
development in the employee. when an employee knows about the investment of organization
on him her. In the starting stage of feeling of obligation. employce has known about
organization time and money investment on his/ her training. This establish a feeling of

remain with organization which is also called moral commitment.

The emplovee relationship with the organization varies from employee to emplovee and
reflects different degree of attachment with the organization. It is possible one employee has
i~.ore affective commitment while other do not have. also possible that few employees have
affective and normative commitment toward the organization and do not have continuous
commitment. Therefore the degree of employee attachment with the organization changes
trom person to person.

Guest (1991) concludes that high organizational commitment is associated with lower
turnover and absence. but there 1s no clear link to performance. It is probably wise not to
expect too much from commitment as a means of making a direct and immediate impact on

~

performance. It is not the same as motivation. Commitment is a broader concept and tends to
withstand transitonn aspects of an employee’s job. It is possible to be dissatisfied with a
particular feature of a job while retaining a reasonably high level of commitment to the
organization as a whole. When creating a commitment strategy. Armstrong. 1999 asserts that
“it 1s difficult to Jeny that it 1s desirable for management to have defined strategic goals and
values. And it is equally desirable from management point of view for employees to behave
in a way that support those strategies and values.” Creating commitment includes

communication. education. training programmes. and initiatives to increase involvement and

ownership and the development of performance and reward management systems.
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Studies on commitment have provided strong evidence that affective and normative
commitments are‘positively related and continuance commitment is negatively connected
with organizational outcomes such as performance and citizenship behaviour (Hackett,
Bycio. and HandsdofY, 1994; Shore and Wayne. 1993).

Domnstein and Matalon (1998) describe eight variables that are relevant to organizational
commitment. These are interesting work. coworker's attitudes towards the organization.
organizational dependency. age. education. employment alternatives. attitude of family and
friends. The variables explain 65% of the variance in organizational commitment. Glisson
and Derrick in Adevemo and Aremu (1999) in their study of 319 human service organization
workers analvzed the effects of multiple predictors (Job. organization. and worker
caaracteristics) on satisfaction and commitment. They showed that skill vaniety and role
ambiguity are best predictors of satistaction. while leadership and the orgamization’s age are
the best predictis of commitment. Ellemer. Gilder. and Heuvel (1998) found that
background vanables as gender. level ot education. or team size were not clearly related to
three forms of commitment. Adevemo (2000) reported a positive correlation between
education and organizational commitment. Irving. Coleman. and Cooper (1997) found that
age was not related to organizational commitment. Meyer and Allen (1984) earlier argued

~

that age might be correlated with commitment by postulating that it serves as proxy for
seniority that is associated with opportunity to better one’s position in the work. On the issue
of gender. Mathieu and Zajac (1990) reported its relationship to organizational commitment.
Similarly. it was found by Irving. ef al. (1997) that the men in their sample had higher level

, '
of commitment than the women

Martins and Nicholls in Mullins (1999:813) view commitment as encapsulating by “giving all
of yourself while at work™. This commitment entails things as using time constructively.
attention to detail. making that extra effort. accepting change. co-operation with others. self

development. respecting trust. pride in abilities. seeking improvements and giving loval
28



support. He says that there are three pillars of commitment and they include:

(1) A sense of belonging to the organization

This builds upon the loyalty essential to successful industrial relations. The sense
of belonging is created by managers through ensuring the workforce is informed.
involved and sharing in success:

(IT) A sense of excitement in the job
lgmprm'ed results will not be achieved unless workers can also feel a sense of
excitement about their work which results in the motivation to perform well. This
sense of excitement can be achieved by appealing to the higher-level needs of
pride. trust and accountability for results: and

(IIT) Confidence in management
The senses of belonging and excitement can be frustrated if workers do not have
respect for. and confidence in. management leadership. This respect 1s enhanced

through attention to authonity. dedication and competence.

A large measure of the success of the companies studied derives from their manageent of
people and from creating a climate for commitment. For example: "if people feel trusted. they
will make extraordinary efforts to show the trust to be warranted’. However. creating
commitment 1s hard. It takes time. the path is not always smooth and it requires dedicated
managers (Mullin:. 1999:813).

Sources of Commitment

Hellrnegel (2001:54) argues that. as with job satisfaction. the sources of organizational
commitment may ‘ary from person to person. Employees’ initial commitment to an

organization is determined largely by their individual characteristics (e.g. personality and

attitudes) and how well their early job experiences match their expectations.
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Later, organizational commitment continues to be influenced by job experiences, with many
of the same faciors that lead to job satisfaction also contributing to organizational
commitment or lack of commitment: pay. relationships with supervisors and co-workers.
working conditions, and opportunities for advancement. Over time. organizational
commitment tends to become stronger because individuals develop decper ties with the
organization and their co-workers as they spend more time with them: seniority often brings
advantages that tend to develop more positive attitudes: and opportunities in the job market
may decrease with age. causing workers to become more strongly attached to their current
job (Hellriegel. 2001:55).

Relation to Job Behaviour

\.anagers are interested in the relationships between organizational commitment and job
behaviour because the lack of commitment often leads to low tumover. The stronger an
employee’s commitment is to the organization, the less likely the person i1s to quit. Strong
commitment s also correlated with low absenteeism and relatively high productivity.
Attendance at work (being on time and taking little time off) is usually higher for employees
with strong organizational commitment. Moreover. committed individuals tend to be more
goal directed and waste less time while at work. which has a positive impact on productivity.

~

Effective management can foster increased commitment and lovalty to the organization

(Hellriegel. 2001:54).

Strategies for Increasing Employee Commitment

' . :
There are many ways to build employee commitment and emplovers often fail to realize that
some of the most effective things they can do to develop and sustain motivated. committed

employees costs very little or nothing at all. Nelson (1999:01) proposes the power of the five

| as below.
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Interesting work. No one wants to do the same boring job over and over. day after
day. Moreover, w‘hile any job will always require some boring. repetitive tasks. cveryone
should have at least a part of their job be of high interest to them.

Information. Information is power. and employees want to be empowered with the
information they need to know to do their jobs better and more effectively. Further. more
than ever. employees want to know how they are doing in their jobs and how the company 1s
doing in its business. Open channels of communication in an organization allow employees to
be informed. ask questions, and share information.

Involvement. Managers today are faced with an incredible number of opportunities
and problems and. as the speed of business continues to increase dramatically. the amount of
t.ne that they have to make decisions continues to decrease. Involving emplovees in
decision-making. especially when the decisions at¥ect them directls. is both respectful and
practical. Those clrsest to the problem typically have the best insight as to what to do. As one
involve others. one increases their commitment and case in implementing new ideas or
change.

Independence. Few employees want their eveny action to be closely monitored. Most
employees appreciate having the flexibility to do their jobs as they see fit. Giving people

~
latitude increases the chance that they will perform as one desires - and bring additional
initiative. ideas. and energy to their jobs.

Increased visibility. Everyone appreciates getting credit when it is due. Occasions to
share the successes of employees with others are almost limitless. Giving employees new
opportunities to ;!crform. learn. and grow as a form of recognition and thanks is highly

motivating for most people.

Mullins (1999:815) concludes that a high level of employee commitment implies willingness

to work for the organization‘s benefit: but that its continuation depends on the reciprocal
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commitment by the organization to its members. In the current industrial climate, there necds
to be concern not‘only for producing goods or services, but also for the encouragement of
innovative. exploratory and creative ideas that go beyond what can be prescribed for the job.
and for the application to work of intuitive as well as explicit knowledge. These multiple
objectives can only be achieved if managers consider, with care. cxactly what kinds of
commitment they are aiming for. and design policies and practices accordingly.

2.3  Organisational Culture

Organisational culture has assumed considerable importance in the 21* century. because of
its impact on emplovece performance and job satisfaction. It is the imperative of even
organisation to understand its own dynamic culture so that managers can capitalise on the
i~.sights generated by the cultural perspective to wield greater control over their

organisations. The culture of an organisation has an important impact on its performance.

With the ever - changing technology and fast - paced business arena. companies today are
grappling to tind new and innovative wavs of improving performance with the minimal
addition ot cost. Many companies have now tumed to exploring the sociological aspect of the
business in order to improve profitability. Culture is one aspect that is not tangible. vet it

~

plays a very important role to the success of any business enterprise.

What is organizational culture?

There is no single definition for organizational culture. The topic has been studied from a
variety of perspedives ranging from disciplines such as anthropology and sociology. to the
applied disciplines of organizational behaviour, management science. and organizational
commitment. The following definitions are views of authors from the apphied sciences’
disciplines and are more relevant to the scope of this research document.

Robbins (2000:34) postulates that culture. as a concept, has had a long and chequered history.
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In the last decade, it has been used by some organizational researchers and managers to
indicate the climate and practices that organizations develop around their handling of people

or to refer to the espoused values and credo of an organization.

Schein (1999:200) defines culture as a pattern of shared basic assumptions that the group
learned as it solved problems of external adaptation and intemnal integration that has worked
well enough to be considered valid and. therefore. to be taught to new members as the correct

way to perceive, think, and feel in relation to those problems.

Mullins (1999:53) defines organizational culture as the collection of traditions. values.
beliefs. policies. and attitudes that constitute a pervasive context for eventhing one does and
thinks in an organization. Aswathappa (2003:479) refers to culture as a. —complex whole
which includes Knowledge. belief. art. morals. law. custom. and other capabilities and habits

acquired by man in a society™.

Collins and Porras (2000:338) state that organizational culture refers to a svstem of shared
meaning held by members that distinguish one organization from other organizations. They
believe that these shared meanings are a set of key characteristics. and that the organization
values and the essence of an organization‘s culture can be captured in seven priman
characteristics. These characteristics are:

Innovation and risk - taking. The degree to which employees are encouraged to be

innovative and take risks:
'

Attention to detail. The degree to which employees are expected to exhibit precision
analysis and attention to detail:
Outcome orientation. The degree to which management focuses on results or

outcomes rather than on the techniques and processes used to achieve those
outcomes:
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People orientation. The degree 1o which management decisions take nto
consideration the effect of outcomes on people within the organization:

Team orientation. The degree to which work activities are organized around tcams
rather than individuals:

Aggressiveness. The degree to which people are aggressive and competitive rather
than easygoing: and

Stability. The degree to which organizational activities emphasize maintaining the

status quo in contrast to growth.

ach of these characteristics exists on a continuum from low to high. Appraising the
reanization on these seven characteristics. gives a composite picture of the organization's

ulture.

vioorhead and Gritfin (1995:628). authors of books on organizational culture. feel compelled
o develop their own definitions of culture. These may vany from the vers broad detimtions to
the highly specific. Most defimitions refer to some sort of values. beliefs. and attitudes that are

held by individuals and the organization.

[ 'pon close examination ot the definitions. it can be assumed that there exists a general
agreement that organizational culture comprises common beliefs. attitudes. and values These
values according. to Moorhead and Gritfin (1995:626). help employvees understand how they

should act in the'organizations.

The cultural web
Mullins (1999:806) presents a cultural web. as illustrated in the figure below. It brings

together difterent aspects for the analysis of organizational culture.
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The cultural web of an organization

source \'ltillins (1999:806)

The different aspects of the cultural web are as tollows:

Routines-the ways that members of the organization behave towards each other and
towards those outside the organization and which make up how things are done or how
things should happen:

Rituals -the special events through which the organization emphasizes what s
particularly important and can include formal organizational processes and informal
processes. »
Stories- told by members of the organization which embed the present and flag up
important events and personalities. and typically have to do with success. failures.
heroes. villains. and mavericks:

Symbols-spch as logos. offices. cars. titles. type of language or terminology commonly
used which becomes a shorthand representation of the nature of the organization:
Power structures- the most powerful individuals or groups in the organization which
may be based on management position and seniority. but. in some organizations.

power can be lodged with other levels or functions:
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Control Systems- the measurement and reward systems that emphasize what it is
important to monitor. and to focus attention and activity upon ce for example,
stewardship of funds or quality of service: and

Organization structure-which reflects power structures and delincate important

relationships and activities within the organization. and involves both formal structure

and control and less formal systems.

All of these aspects. which make up the cultural web. help define and develop the culture of

an organization. An organization's culture can be disseminated by analysing each aspect of

the cultural web.

The importance of organizational culture

Mullins (1999:807) attests that culture helps to account for vanations among organizations
and managers. both nationally and intemationally. Culture helps to explain why different
groups of people perceive things in their own wayv and perform things differently from other
groups. Culture can help reduce complexity and uncertainty. It provides a consistency in
outlooh and values. and makes possible the process of decision-making. co-ordination and
control. “there is nothing accidental about cultural strengths. . . .there is a relationship Between

organizational culture and its performance™.

Saiyadin (2003:258) explains that culture performs the following functions:-

Culture suppleme‘\ts rational management: creation of work culture is a time- consuming
process. Therefore. organization culture cannot suddenly change the behaviour of people in
an organization. Culture communicates to people through symbols. values. physical settings,
and language. and. thereby supplements the rational management tools such as technology

and structure;

Culture facilitates induction and socialisation: induction is a process through which new
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antrants to an organization are socialized and indoctrinated in the expectations of the
organization; its cultural norms. and undefined conduct. The newcomer imbibes the culture of
the organization, which may involve changing his - her attitudes and beliefs to achieving an
internalised commitment to the organization:
Culture promotes a code of conduct: a strong culture in an organization exphicitly
communicates modes of behaviour so that people are conscious that certain behaviours are
expected and others would never be visible. The presence of a strong culture would be
evident where members share a set of beliefs. values. and assumptions which would influence
their behaviour in an invisible way. Where culture has been fully assimilated by people. they
persistently indulge in a typical behaviour in a spontaneous way. Promotion of the culture of
¢ «ahity can help achieve good business results: and
Sub-cultures contribute to organizational diversity: sub-cultures. and sub-syvstems of values
and assumptions which may be based on departmentalisation. activitv  centres. or
geographical locations. provide meaning to the interests of localized. specific groups of
people within the macro organization Sub-cultures can affect the organization in many wav«
(1) they may perpetuate and strengthen the existing culture: (i1) thes may promote s<omething
very difterent from those existing: (iii) they may promote a totally opposite sub-culture
~
(beliets and values) or counter culture when in a difficult situation.
Culture and organizational performance
Denison (1984) found. in his study of organizational culture. that companies with a
participative culture reaped a return on investment. which averaged nearly twice that of firms
with less efficiert cultures His conclusion was that cultural and behavioural aspects of
organizations were intimately linked to both short-term performance and long-term survival
(Petty eral.. 1995-483).
A basic problem in much management thinking and writing is an impatience in show ing the

great potential of organizational culture. Associated with this is a bias for a premature
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distinction between the good and the bad values and ideas, trivialization of culture.
overstressing the role of management and the employment of causal thinking.

Premature normativity: the idea of good culture

Associated with the technical interest of optimizing means for accomplishment of goals is an
underdeveloped capacity to reflect upon normative matters. Viewing cultures as means leads
to evaluations of them as more or less ‘good’. i.e. as useful. without consideration whether
this goodness is the same as usefulness or if usefulness may be vern multidimensional. The
more popular literature argues that ‘good” or *valuable’ cultures - often equated with “strong’
cultures - are characterized by norms beneficial to the company. to customers. and to
mankind and by “good” pertormance in general:
Good cultures are characterized bv norms and values supportive of excellence. teamwork.
profitabiliry. honestv. a customer service orientation, pride in one s work. and commitment
to the organization Most of all. thev are supportive of adaprahiline  the capacin 1o thrive
over the long run despite new competition. new regulations. new technological
developments. and the strains of growth (Baker. 19580 10,
Good cultures are. according to this author. cultures that incorporate all good things in
peaceful co-enistence. Also many other authors eager to appeal to practitioners foeus on
highly positive-sounding virtues. attitudes. and behaviour claimed to be useful to the
achievement of corporate goals as defined by management (e.g. Deal and Kennedy. 1982:
Trice and Bever. 1985). Kilmann er al. (1985: 4) argue that ‘a culture has a positive impact
on an organization when it points behavior in the right direction. ... Alternatively. a culture
has negative impact when it points behavior in the wrong direction’. According to Wilkins
and Patterson (1985: 272): *The ideal culture is characterized by a clear assumption of equity.
a clear sense of collective competence. and an ability to continually apply the collective

competence to new situations as well as to alter it when necessan
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The effects of organizational culture on performance

There are four views on the relationship between organizational culture on performance:

tJ

Perhaps the most common one is the so-called strong-culture thesis. It has often been
assumed that commitment of an organization's employees and managers to the same set of
values, beliefs and norms will have positive results — that the ‘strength’ of ‘corporate
culture’ is directly correlated with the level of profits in a company (e.g. Denison. 1984).
Researchers adopting this hypothesis tend to place new kinds of human relations
(involving employees in decision-making. allowing them some discretion. developing
holistic relations. etc.) at the core of organizational culture (¢.g. Peters and Waterman.
1982: Ouchi. 1981). It is frequently argued that a distinct organizational culture
contributes to performance through facilitating goal alignment — a common culture makes
It easier to agree upon goals as well as appropriate means for attaining them. There are
also positive effects on motivation — a shared culture encourages people to identifs with
the organization and feel belongingness and responsibility for it. it is assumed (Brown.

1995).

There are also. however. researchers that suggest the reverse relationship between culture
and performance: that high performance leads to the creation of a ‘strong” cogporate
culture (cultural homogeneity). It is possible that success brings about a common set of
orientations. beliefs and values. A particular workplace spirit may develop and there may
be little incentive or encouragement to question ‘ways of doing things’. thus forming
broad conscnsu's and possibly conformism. This culture may be more than just a by-
product of high performances: values and meanings may reproduce a successful

organization and thus contribute to performances. It may also be a source of conservatism

and a liability in situations calling for radical change.
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3 Another idea draws upon contingency thinking to suggest that under certain conditions a
particular type of culture is appropriate, even necessary. and contributes to cfficiency.
Wilkins and Ouchi (1983), tor example. consider culture an important regulaton
mechanism in organizational settings too complex and ambiguous to be controlled by
traditional means (burcaucracy and the market). In corporate situations where these means

ot regulation function well, corporate control as a distinct form is less significant

4 Sull another version says that "adaptive cultures’ are the hey to good performance. 1¢e
cultures that are able to respond to changes in the environment. Such cultures are
characterized by people willing to take risk. trust each other. are proactive. work together
to identify problems and opportunities. etc It may be tempuing to sav that “adaptine
cultures™ are self-evidently superior. There easily enters an element of tautology here
‘adaptive” implying successtul adaption and this is per defimition good tor business But as
Brown (199%) remarks. there are organizations that are relatively stable and fit with a
relatively  stable environment. and rnish-taking and innovation are  not necesaarihy
successtul. Too much change can lead to instability . Jow cost-efficiency. rishy projects and

a loss ot sense of direction.

~

[t 1s very ditficult to investigate and test these diverse ideas. The relatively few svstematic
empirical studies on the culture -performance link lead us to conclude that none of these four
ideas have receined much empirical support (Brown. 1995; Calori and Sarmin. 1991, Siehl
and Martin, 1990) Siehl and Martin find important methodological deficiencies in all these

'
studies and suggest that the idea of a corporate culture concept cannot be linked simply and

tightly to corporate results.
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2.4  Organizational Performance

One of the imponaht questions in business has been why some organizations succeeded while
others failed. Organization performance has been the most important issuc for cver)
organization be it protit or non-profit one. It has been very important for managers to know
which factors influence an organization’s performance in order for them to take appropriate
steps to initiate them. However, defining. conceptualizing. and measuring performance have
not been an easy task. Researchers among themselves have different opinions and definitions
of performance. which remains to be a contentious issue among organizational researchers
(Bamey. 1997). The central issue concerns with the appropriateness of various approaches to
the concept utilization and measurement of organizational performance (Venkatraman &

R manuiam. 1986).

Detinition of Orgamzational Performance

Researchers among themselves have ditferent opinions of performance. Performance. in fact.
continues to be a contentious issue among organizational researchers (Bameyv. 1997) For
example. according to Javier (2002). performance is equivalent to the famous 3F s (economy.
etticiency. and eftectiveness) of a certain program or activits. However. according to Daft
(2000). organizational performance is the organization's ability to attain its goals by using
resources in an ctlicient and ettective manner. Quite similar to Daft (2000). Richardo (2001)
defined organizational performance as the ability of the organization to achieve its goals and
objectives. Organizational performance has suffered from not only a definition problem. but

also from a concegtual problem. This is what Hefferman and Flood (2000) stated.

They stated that as a concept in modem management. organizational performance suffered
from problems of conceptual clarity in a number of areas. The first was the area of definition
while the second was that of measurement. The term performance was sometimes confused

with productivity. According to Ricardo (2001). there was a difference between performance
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and productivity. Productivity was a ratio depicting the volume of work completed in a given
amount of time. Performance was a broader indicator that could include productivity as well
as quality, consistency and other factors. In result oriented evaluation. productivity measures
were typically considered.

Ricardo (2001) argued that performance measures could include result-oriented behavior
(criterion-based) and relative (normative) measures, education and training. concepts and
instruments, including management development and leadership training. which were the
necessars building skills and attitudes of performance management. Hence. from the above
literature review. the term  “performance” should be broader based which include
eftectiveness. efficiency. economy. quality. consistency behavior and normative measures

(Ricardc. 2001).

The next issue that was alwavs ashed about organizational performance was what factors
determine organizational | .rtormance. According to Hansen and Wemerfelt (1989) in the
business policy literature. there were two major streams of research on the determinants of
organizational pertormance. One was based on economic tradition. emphasizing the
importance of external market tactors in determining organizational pertormance The other
line of research was built on the behavioral and soxiological paradigm and saw organizational )

tactors and their "tit” with the environment as the major determinant of success.

The economic model of organizational pertormance provided a range of major determinants

of organizational protit which included:

(1) Characteristics pf the industry in which the organization competed.
(1) The organization’s position relative to its competitors. and

(111) The quality of the firm’s resources.

Organizational model of firm performance focused on organizational factors such as human

resources policies. organizational culture. and organizational climate and leadership stvles
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Another study by Chien (2004) found that there were five major factors determining

organizational performance, namely:

(1) Leadership styles and environment,
(11) Organizational culture,

(1) Job design.

(1v) Model of motive. and

(v) Human resource policies.

Measurement of Organizational Performance

Previous research had used many variables to measure organizational performance. These
variables include profitability. gross profit. return on asset (ROA). retumn on investment
(ROD. retum on equity (ROE). returm on sale (ROS). revenue growth . market share. stock
price. sales growth. export growth. liquidity and operational efficiency (Snow & Hrebimak.
1983:. Segev. 1987, Smith.Guthrie & Chen. 1989. Pamell & Wright. 1993, Thomas &
Ramaswamy. 1996. Gimenez. 2000). Although the importance of organizational performance
1s widely recognized. there has been considerable debate about both 1ssues of terminology
and conceptual bases for performance measurement (Ford & Schellenberg. 1982) No single
measure of pertormance may fullv explicate all aspects of the term (Snow & Hrebiniak.

1980).

There was also inconsistent measurement of organizational performance-although most
researchers (Kotter & Heskett. 1992: Marcoulides & Heck. 1993; Denison & Maishra. 1995:
Peter & Crawford. 2004: Lee. 2005) measured organizational performance by using
quantitative data like return on investments. retum on sales and so forth. The definition of
performance has included both efficiency-related measures. which relate to the Input/output
relationship. and effectiveness related measures. which deal with issues like business growth

and employee satisfaction. Additionally. performance has also been conceptualized using
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financial and nonfinancial measures from both objective and perceptual sources. Objective
measures include sécondary source financial measures such as rcturm on asscts. return on
investment. and profit growth. These measures are nonbiased and arc particularly uscful for
single-industry studies because of the uniformity in measurement across all organizations in
the sample (Venkatraman & Ramunujam, 1986).

Financial measures enable researchers to construct trend analvses and benchmarking analy ses
(Drew. 1997). Perceptual sources include emplovee evaluations of organizational
effectiveness or financial health and their overall level of satisfaction. These subjective
assessments of performance frequently have been used in organizational theons to evaluate
organizational ettectiveness and overall employee satistaction. Given the increasing pressure
oi organizations to satisfy multiple stakeholder groups. there 1s a need for more complex
measures of organizational effectiveness in which overly simplistic single variable models
are 1nadequate erpressions ot the real world. multi-goal existence of  organizations

(Kirchhoft, 1977).

Most practitioners seemed to use the term performance to describe a range of measurements
including input efficiency. output efficiency and in some cases transactional efficiency
(Stannack. 1996). According to Dovle (1994). there was no single measure or best measure of
organizational pertormance. Organization adopts ditferent objectives and measurements for
organizational performance. Hamel and Prahalad (1989) and Doy le (1994). however. argued
that profitability was the most common measurement used for organizational performance in
business organizat"ons. This view is supported by Nash (1993) who stressed that profitability
was the best indicator to identifs whether an organization met its objectives or not. Other
researchers such as Galbraith and Schendel (1983) supported the use of return on assets
(ROA). retum on equity (ROE). and profit margin as the most common measures of
performance. Return on Assets (ROA) is derived by dividing net income of the fiscal vear

with total assets. Return on Equity (ROE) means the amount of net Income returned as a
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percentage of shareholders equity. It measures a corporation's profitability by revealing how

much protit a company generates with the money shareholders have invested.

Richardo (2001) emphasized that successful organizations were those with the highest return
on equity and those who had established performance management system “aligning™ every
aspect of the organization from top management to the factory floor. On the other hand.
Nicholas (1998) argued that many organizations did not give a balanced picture of
organizational performance. There was an over-emphasis on financial criteria. with pre-
occupation with past performance. Performance measures were usually not linked to
strategies and goals of the overall organization and they were inward looking and did not
capture aspects of pertormance necessany to gain and retain customers or build long term
competitive advantage. Zou and Stan (1998) proposed seven categories of financial. non-
financial. and composite scales to measure export performance based on a review of the
empirical literature between 1987 and 1997, The tinancial measures are sales measures. profit
measures and growth measures. whereas the non-financial measures are perceived success.
satisfaction and goal achievement. Financial measures are more objective compared to the

non-financial measures which are more subjective.

Financial Performance

Firms™ performance is widely measured through the financial success of the organization.
Financial stress for most profit-oriented firms can be assessed both in terms of “top-line”
(e.g.. sales) as well as “bottom-line™ (e.g.. profitability) measures (Davis er al.. 2000).The
profitability of an Brganization Is an important financial indicator to reflect the efficiency of
the organization and the owners managers ability to increase sales while keeping the variable
costs down (Davis ef al.. 2000). Profit margin. retumn on assets. return on equity. returmn on
investment. and return on sales are considered to be the common measures of financial

profitability (Robinson. 1982: Galbraith & Schendel. 1983).
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Non-Financial Performance

Besides financial indicators as an evaluation of firm's performance in any industry. other
industry-specific measures of effectiveness may also reflect the success of the organization.
These measures include job satisfaction, organizational commitment. and employce turnover
(Mowday. Porter & Steers. 1982; Mayer & Schoorman. 1992: Hosmer. 1995: Rich. 1997:
Zulkifli & Jamaluddin. 2000). Job satisfaction is defined as a pleasurable or positive
emotional state resulting from the appraisal of one’s job or job experiences (Rich. 1997).
Similarly. Rabbins (2003) defines job satisfaction as a general attitude toward one’s job: the
amount of rewards received should at least be equal to the expected. However. according to
Hackman and Oldham (1973%). job satisfaction is associated with tive core dimensions: skill
variety. task identity. task signiticance. autonomy. and feedback from the job itselt in which
leading to satisfaction with supenvision, satisfaction with co-workers. satisfaction with work,

satisfaction with pa_ and satistaction with promotion.

Job satistaction represents an attitude rather than a behavior. thus it has important
implications on emplovees™ physical and mental health that can aftect firm’s performance
Hence. job satistaction 1s a key determinant to demonstrate relationship to pertormance
tactors and value preferences in most of the organizational behavior researches (Hackman &
Oldham. 1975: Hansen. Morrow & Batista. 2002; Robbins. 2003). On the other hand.
organizational commitment has been defined in many wavs Organizational commitment
refers to the willingness to exert etfort in order to accomplish the organizational goals and
values. and a desye to maintain membership in that organization (Mowday er al.. 1982:
Reichers. 1985. Nyvhan. 2000: Robbins. 2003). The affective dimension of organizational
commitment reflects the nature and quality of the linkage between an emplovee and
management (Oliver. 1990). Organizational commitment can thus be influenced through

Intrinsic incentives. Increased atfective organizational commitment is essential to the
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retention of quality employees (Nyhan, 2000).Both job satisfaction and organizational
commitment 1S In ‘fact related to employees' turnover. Employees who arc low in job
satisfaction and organizational commitment tend to have low morale and less motivated.
These emplovees will have the tendency to leave their employment. thereby increasing the
turnover rate (Hackman & Oldham. 1975; Reichers. 1985: Sulaiman. 1989 &1993. Nyhan.
2000; Robbins, 2003).
Job Satisfaction
Locke and Lathan (1976) give a comprehensive definition of job satisfaction as pleasurable
or positive emotional state resulting from the appraisal of ones job or job experience. Job
satisfaction is a result of emplovee's perception of how well their job provides those things
th t are viewed as important. According to (Mitchell and Lasan. 1987). 1t is generally
recognized in the organizational behaviour field that job satisfaction 1s the most important
and frequently studied attitude. While [.uthan (1998) posited that there are three important
dimensions to job satistaction:
Job satisfaction is an emotional response to a job situation. As such it cannot be seen. 1t can
only be interred. Job satistaction 1s often determined by how well outcome meet or exceed
expectations. For instance. if organization participants teel that they are working much harder
~
than others in the department but are receiving fewer rewards they will probably have a
negative attitudes towards the work. the boss and or coworkers. On the other hand. if they
feel they are being treated very well and are being paid equitably. they are likely to have
positive attitudes towards the job. Job satisfaction represents several related attitudes which

are most important'charactcristics of a job about which people have effective response. These

to Luthans are: the work itself. pay. promotion opportunities. supervision and coworkers.

Job satisfaction is so important in that its absence often leads to lethargy and reduced

organizational commitment (Levinson. 1997, Moser. 1997). Lack of job satisfaction is a
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predictor of quitting a job (Alexander. Litchtenstein and Hellmann. 1997; Jamal. 1997).
Sometimes workers may quit from public to the private sector and vice versa. At the other
times the movement is from one profession to another that is considered a greener pasture.
This later is common in countries grappling with dwindling economy and its concomitant
such as poor conditions of service and late payment of salaries (Nwagwu. 1997). In such
countries. people tend to migrate to better and consistently paving jobs (Fafunwa. 1971).
Explaining its nature some researcher (¢.g. Armentor. Forsyvth. 1995, Flanegan. Johnson and
Berret. 1996; Kadushin. and Kulvs. 1995) tend to agree that job satisfaction is essentially
controlled by factors described in Adevemo’s (2000) perspectives as external to the worker.
From this viewpoint satistaction on a job might be motivated by the nature of the job. 1ts
pe vasive social climate and extent to which workers peculiar needs are met. Working
conditions that are similar to local and international standard (Osagbemi. 2000). and extent to
which they resemble work conditions ot other protessions in the locality . Other inclusions are
the availability of power and status. pay satistaction. promotion opportunities. and task clanity
(Bolarin. 1993; Gemenxhenandez. Max. Kosier. Paradiso and Robinson. 1997),

Other researchers (e.g. MacDonald. 1996; OY'Toole. 1980) argue in favour of the control of
job satistaction by tactors intrinsic to the workers. Their arguments are based on the idea that
workers deliberately decide to find satistaction in their jobs and perceive the:n as

worthwhile.

Emplovee turnover

Employee tumover is a ratio comparison of the number of emplovees a company must
. .

replace in a given time period to the average number of total employvees. Organizations invest

a lot on their employees in terms of induction and training. developing. maintaining and

retaining them in their organization. Therefore, managers at all costs must minimize

employee’s turnover. Although. there is no standard framework for understanding the
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employees turnover process as whole, a wide range of factors have been found useful in
interpreting employee tumover Kevin ef al. (2004).

Definition

Employees’ turnover is a much studied phenomenon Shaw ¢t al. (1998).But there i1s no
standard reason why people leave organisation. Employee tumover is the rotation of workers
around the labour market: between firms. jobs and occupations: and between the states of
employment and unemployment Abassi ¢7 al. (2000). The term “turnover™ is defined by Price
(1977) as: the ratio of the number of organizational members who have left during the period
being considered divided by the average number of people in that organization during the
period. Frequently. managers refer to turnover as the entire process associated with filling a
va ancy: Each time a position is vacated. either voluntarily or involuntarily. a new employee
must be hired and trained. This replacement ¢yvcle is known as turover Woods. (19995).

This term is also often utilized in eftorts to measure relationships of employsees in an
organization as they leave. regardless of reason. “Unfolding model™ of voluntann tumoser
represents a divergence from traditional thinking (Hom and Griffeth. 1995) by focusing more
on the decisional aspect of emplovee turmover. in other words. showing instances of
voluntany tumover as decisions to quit. Indeed. the model 1s based on a theon of decision

~

making. image theory Beach. (1990). The image theory describes the process of how
individuals process information during decision making. The underlving premise of the
model 1s that people leave organizations after they have analyzed the reasons for quitting.
Beach (1990) argues that individuals seldom have the cognitive resources to svstematically

evaluate all incon‘ﬂng information. so individuals instead of simply and quickly compare

incoming information to more heuristic-type decision making alternatives.
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Sources of employee turnover

Job related factors

Most rescarchers (Bluedorn. 1982: Kalliath and Beck. 2001: Kramer ef al.. 1995: Peters ef
al.. 1981: Saks. 1996) have attempted to answer the question of what determines people’s
intention to quit by investigating possible antecedents of employvees’ intentions to quit. To
date. there has been little consistency in findings. which is partly due to the diversity
employed by the researchers and the lack of consistency in their findings. Therefore. there are
several reasons why people quit from one organisation to another or why people leave
organisation. The experience of job related stress (job stress). the range factors that lead to
job related stress (stressors), lack of commitment in the organisation. and job dissatisfaction
m ‘e emplovees to quit Firth ¢r al. (2004). This clearly indicates that these are individual
decisions which make one to quit. They are other factors like personal agency refers to
concepts such as a sense of powerlessness. locus of control and personal control. Locus
control refers to the extent to which people believe that the external tfactors such as chance
and powerful others are in control of the events which influence their lives Firth er al (2004).
Manu ¢r al. (2004) argue that emplovees quit trom organization due economic reasons | sing
economic model they showed that people quit from organization due to economic reasons
~
and these can be used to predict the labour tumover in the market. Good local labour market
conditions improve organizational stabilitn  Schervish (1983). Large organizations can
provide employees with better chances for advancement and higher wages and hence ensure
organizational attachment (Idson and Feaster 1990). Trevor (2001) argues that local
unemplovment ratds interact with 10b satistaction to predict tumover in the market. Role
stressors also lead to emplovees’ tumover. Role ambiguity refers to the difference between
what people expect of us on the job and what we feel we should do. This causes uncertainty

about what our role should be. It can be a result of misunderstanding what is expected. how

to meet the expectations. or the emplovee thinking the job should be different Kahn er a/

50



Muchinsky. 1990. Insufticient information on how to perform the job adequately. unclear
expectations of peers and supervisors, ambiguity of performance cvaluation mcthods.
extensive job pressures, and lack of consensus on job functions or dutics may cause
employees to feel less involved and less satisfied with their jobs and careers. less commutted
to their organizations. and eventually display a propensity to leave the organisation (Tor ¢t
al.. 1997). If roles of employees are not clearly spelled out by management supervisors, this
would accelerate the degree of employees quitting their jobs duc to lack of role clanty
Voluntarily vs. involuntary turnover

There are some factors that are. in part. bevond the control of management. such as the death
or incapacity of a member of statt. Other factors have been ¢classed a< involuntany tumover n
th past such as the need to provide care for children or aged relatives. Today such tactors
should not be scen as imvoluntary turnover as both government regulation and company
policies create the chance tor such statt to come back to work, or to continue to werk on a
more flenible basis Simon eral. (2007)

Organizational factors

Organisational instability has been shown to have a high degree of high tumover. Indications
are that emplovees are more likely to stav when there 1< a predictable work environment and
vice versa (Zuber. 2001) In organizations where there was a high level of incﬂ‘lcienc;thcrc
was also a high level of statt turmover (Alexander er al 1994)

Theretore. in situations where organizations are not stable emplovees tend to quit and look
for stable organisations because with stable organisations they would be able to predict their
career advancemerk. The imposition of a quantitative approach to managing the employees
led to disenchantment of statt and hence it leads to labour turnover. Therefore management
should not use quantitative approach in managing its emplovees. Adopting a cost oriented
approach to employment costs increases labour tumoser Simon er al. (2007) All these

approaches should be avoided if managers want to minimize emplovee tumover an increase

51



organisational competitiveness in this environment of globalization. Employees have a strong
need to be informed. Organisation with strong communication systems cnjoved lower
turnover of statt (Labov, 1997). Emplovees feel comfortable to stay longer. in positions
where they are imolved in some level of the decision-making process. That 1s employees
should fully understand about issues that attect their working atmosphere (Magner ef al.
(1996). But in the absence openness’ in sharing information. employec empowerment the
chances of continuity of emplovees are minimal. Costly ¢t al. (1987) points out that a high
labour tumover may mean poor personnel policies. poor recruitment policies. poor

supenvisory practices, poor grievance procedures. or lack of motivation,

A" these tactors contribute to high emplovee tumaover in the sense that there 1s no proper
management practices and policies on personnel matters hence emplosees are not recruited
scientitically, promotions of emplovees are not based on spelled out pohlicies. no grievance
procedures in place and thus employees decides to quit. Grifteth er ol (2000) noted that pay
and pav-related vanables have a maodest cttect on turmnover. Their analv<is also in¢cluded
studies that examined the relationship between pav. a person’s performance and turnover
They concluded that when high performers are insufticiently rewarded. they quit It jobs
~

provide adequate tfinancial incentives the more likely emplovees remain with organization
and vice versa. There are also other factors which make employees to quit from organisations
and these are poor hiring practices. managernial style. lack of recognition. lack of competitive
compensation system in the organisation and toxic workplace environment Abassi ef al.
(2000), '

Strategies to minimize employee turnover

Strategies on how to minimize employee tumover. confronted with problems of emplovee

tumover. management has several policy options viz. changing (or improving existing)

policies towards recruitment. selection. induction. training. job design and wage pavment.
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Policy choice, however. must be appropriate to the precise diagnosis of the problem.
Employee turnover attributable to poor selection procedures. for example. is unlikely to
improve were the policy modification to focus exclusively on the induction process. Fqually.
employee turnover attributable to wage rates which produce earnings that are not competitive
with other firms in the local labour market is unlikely to decrease were the policy adjustment
merely to enhance the organization's provision of on-the job training opportunities. Given
that there is increase in direct and indirect costs of labour turnover. therefore. management
are frequently exhorted to identify the reasons why people leave organization’s so that
appropriate action is taken by the management. Extensive rescarch has shown that the
following categories of human capital management factors provides a core set of measures
th-* senior management can use to increase the eftectiveness of their investment in people
and improve overall corporate performance of business: Emplovee engagement. the
organization’s capacity to engage. retain. and optimize the value ot its employees hinges on
how well jobs are designed. how emplovees’ time 1s used. and the commitment and <upport
that i1s shown to emplovees by the management would motivate employees to stay In
organization’s. Knowledge accessibility, the extent of the organisation’s “collaborativeness™
and its capacity tor making knowledge and i1deas widely available to emplovees. would make
employees to stay in the organisation. Sharing ot information should be made at all levels of
management. This accessibility of information would lead to strong performance from the
employees and creating strong corporate culture Meaghan er al. (2002). Therefore:;
information accessibility would make employees feel that they are appreciated for their effont
and chances of leaving the organisation are minimal. Workforce optimization. the
organisation’s success in optimizing the performance of the emplovees by establishing
essential processes for getting work done. providing good working conditions. establishing
accountability and making good hiring choices would retain employees in their organisation.

The importance of gaining better understanding of the factors related to recruitment.
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motivation and retention of emplovees is further underscored by rising personnel costs and
high rates of emplovee turnover (Badawy. 1988: Basta and Johnson. 1989: Garden. 1989,
Parden. 1981, Sherman, 1986). With increased competitiveness on globalizations, managers
M MANY OrganIzations are C\Pericncing greater pressure from top management to improse
recruitment. selection. traiming. and retention ot good emplovees and in the long run would
encourage employees to stay in organisations,

Job imvolvement desernibes an individual’™s ego mvolvement with work and indicates the
extent to which an individual dentities psschologically with his her job (Kanungo, 19R2)
[nvolvement in terms ot ainternalizing values about the goodness or the importance of work
made cmplovees not o quit their jobs and these imvolvements are related 1o task
ch racteristicy Workers who have a greater variety ot tasks tend stav in the 1ob Task
charactenistics have been tound to be potennal determmants ot turmnover among employvees
(Couger. TO8R. Couger and Kawasaki 1980, Garden, 1989, Goldstemn and Rockart, 1984,
Fhese include the five core job characteristios identitied by Hachman and Oldham (1975
FOSOY skl vanety. which reters to the opportumity 1o utihize a vaniety of valued ~hilis and
talents on the job. task identity . or the extent to which a job requires completion ot a whaole
and identitiable prece of work - that s doing a job trom beginning to end. with vishie
results. task sizmiticance. which retlects the extent to which the job has a substantial ;npau
enothe hives or work ot other people. whether within or outside the organisation. job
autonemy . or the extent to which the job provides freedom. independence. and discretion in
scheduling work and determining procedures that the job provides. and 10b teedback. which
reters to the extenf to which the job provides information about the effectis eness of one’s
pertormance (Toreral/ . 1997

[Involvement would influence job satistaction and increase organizational commitment of the
emplovees EFmplovees who are more involved in their jobs are more satistied with their 10hs

and more commutted to their organization (Blau and Boeal. 1989, Brooke and Price. 1989
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Brooke ¢f al.. 1988; Kanungo. 1982). Job involvement has also been found to be ncgatively
related to turnover intentions (Blat and Boal. 1989). Job satistaction. carcer satisfaction. and
organisational commitment reflect a positive attitude towards the organization. thus having a
direct influence on emplovee turnover intentions. Job satistaction. job involvement and
organisational commitment are considered to be related but distinguishable attitudes (Brooke
and Price. 1989). Satistaction represents an affective response to specific aspects of the job or
career and denotes the pleasurable or positive emotional state resulting trom an appraisal of
one’s job or career (locke. 1976 Porter ¢r al. 1974 Williams and Hazer. 1986)
Organisational commitment is an attective response to the whole organisation and the degree
of attachment or lovalty emplovees feel towards the organisation Job involvement represents
the extent to which emplovees are absorbed in or preaccupied with their jobs and the extent
to which an individual dentifies with hisher job (Brooke er a/.. 1988) The degree of
commitment and lovalty can be achieved it management they ennich the job<. empower and
compensate emplovees properiy - Fmpowerment of emplovees could help te enhance the
continuiiy of employees in organisations. | mpowered emplovees where managers supenise
more people than in a traditional hierarchy and delegate more decisions to their subaordinates
(Malone, 1997) Managers act hike coaches and help emplovees solve problems Fmployvees.
he concludes. have increased responsibility. Supenors  empowering subordinates by
delegating responsibilities to them leads to subordinates who are more satistied with their
leaders and consider them to be fair and in tum to perform up to the superior’s expectations
(Keller and Dansereau. 1995) All these make employees to be committed to the orgamization

and chances of quiting are minimal



CHAPTER THREE

RESEARCH METHODOLOGY

0 Introduction

‘his chapter gives a detailed description of the research design. study population, sampling

rrocedure and size. the instruments. data collection and analysis.

1 Research Design

n this section we look at the plan of action. methodology. approaches and techniques that
vere used in the study. Specifically the study adopted a cross-sectional survey design
vhereby the views of the respondent were sorted once only. The approach used was purely
juantitative design. It was in order to generate quantified data that was used to explain the

elationship between the study varniables.

A\ research design is a plan. structure and strategy of investigation so conceived as to obtain
nswers to research questions or problems (Kumar. 2005). [t i1s the syvstematic plan for
collecting data in order to provide answers to specific questions (Runyvon & Haber. 1988).
The design was quantitative in nature. The researcher’s interest was to look at the relationship
between Icadership quality and organisational performance in reference to l'gandan
Universities and to achieve the general objective of the study by accounting for the variance
of the dependent variable by the different independent variable either separately or in

combination.

'
3.2 Study Population

Runyon and Haber (1988) defined population as “a complete set of individuals. objects. or
measurements having some common observable characteristics. or a theoretical set of

potential observations.” The study was conducted in Gulu University and ['ganda Martvrs
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University. It involved the Academic., Senior Administrative and Support staft of the two

L niversities

33 Sampling Procedure and Sample size

The study used stratitied sampling technique to get responses from the study population. This
technique was chosen because the population within a stratum shows homogeneity in
characteristics throughout the Universities. Also this enabled all the beneficiaries of the

Universities to be represented amongst the respondents in the study (sce Table 3.1)

Table 3. 1: Study Population and Sampling Size

Frequency
Gulu University U ganda Martyrs | niversity
Academic - 8¢ ’ &
Senior Administrative 65 25
“Support 0 a 20
Total N 200 80

The determination ot this sample size was based on the Krejcie and Morgan (1970) table in

[

Amin (2005). According to this table. there are given sample size for the given population

sizes (). the sample size was determined quantitatively as from the formula below:

(N
i 14+ N(e)?/

i |
Where

N=Total Sample population

n= Sample size

e= Accepted error
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For Gulu University . The values tor N are a) acadenie statt N= 1O by Semor Admimistrative

sttt N K3 and Support statt N 6}

For Uganda Martvrs Unnersity, the N\ values are a)Academic N 450 by Semior

Admuinistrative statt N 32 and Support statt \ - 28

3.4 Data Collection Techniques and Instruments

Data was collected trom both primany and secondan sources Secondan intormation was
cathered trom the available hterature which was used a< a guiding principle at the <ame time
providing the rescarcher with an insight of the study Under this seurce. a non sunvey method
called dovumentan analy sis was used to obtain the data On the other hand. priman data was
collected using the cross-sectional sunvey method which wac admimistered by wav ot

questionnaire

3.4.1 Source of Data

There were two sources trom which intormation was cellected to retlect leadership gquahn

and orcanmiational pertormance i Gulu University and U ganda Martyrs U niveraty

342 Primarn Sources

(v the questionnaire was used to collect primany data trom respondents The instrument
was structured in such a wav that leadership nature and other independent vaniables

(Emplovee Commitment and Organmisational Culture) could easily be analy z¢d

0
3.4.3 Secondar Sources

The main source ot these data includes literature from related joumals. intemnet.
newsletters papers. Textbooks and other supportive data from Gulu U niversty [ibrann Other
tacts was gathered through the documentann study of the National Counail of Higher

F ducation



RN Instruments
The instruments used in the study were the Questionnaire and personal observation of

Jocuments

351 Questionnaires

\ close-ended questionnaire was adminmistered to respondents The use ot close-ended
questions was thought to be more appropriate since the study had an overnview and an incght
as put torward by other scholars. It theretore simply intended to establhich the relationship that
cnisted between the vanables  The Questionnaire method helped the respondents o read
through the question several times and understood inorder to give the most suitable answers
he guestionnaires were more applhicable to the researcher because intormation collected wae

castiv obtained tarrly . castly and questionnaire responses could he cavih coded

J.5.2  Testing the validity and reliability of the Data Collection Instruments

Vahdin

Fhe vahidity of the research instrument describes an indicator of a concept 1e 1t has to
maeasure what it s antended to measure  The researcher relicd on the supenaisor and
colicagues to evaluate the content of the test to ensure that 1t was representatine ot the area

-~

which the test was intended to cover The tash was carmied out by experts in the field of

Management to judge whether a collection of tests would meet certain <hills

Reliability

e
\ rchable measuring instrument was used to produce the same result on ditferent ovcasions.

Crenbach alpha coethicient (Cronbach. 1951) was used as a test of reliability a< to whether a
respondent would give the same answers repeatediy. 1f the measurement could be made in

such a way that their situation had not changed and they could not remember the an<wer they



gave before. Correlation achicved here was expected to exceed 0.9. this is as indicated in the

table below:

Table 3. 2 Reliability Statistics

Crondech's Alpha N of hewme

Qe L1

3.53 Data Processing and Analysis

Data processing and analysis of coded data was done by the use of statistical package of
social sciences (SPSS) on the computer. Each questionnaire was checked for accuracy.
consistency and completeness using the descriptive statistics. and finally drawing proper

cone lusion and recommendation.

3.6 Limitations

A major limitation of the study was the scarcity of recent literature relating to the relationship
between leadership and performance of schools in the Uganda context. Most of the recent
Iiterature that was accessible was from western countries. which was not always relevant to
the local situation in Uganda.

-
The study was also limited to a representative sample due to the high expenses which would
be involved in terms of time and funds if a longitudinal study was to be conducted.
Furthermore. the representative sample to be used was limited in scope to enable the
generalization of the findings from the study on the effect of leadership on institutional

"

performance in Ugandan universities. The findings of this study would consequently not be

generalized to all schools in the country. since different geographical areas may have their

own peculiar characteristics in terms of location, the socio-economic status and the culture of

institution.



3.7 Assumptions

e The problem of pretetence continues to torment the institutions.

e Public Universitics operate under the same conditions so the findings in Gulu
University apply to all other public Universities.

e Private Universities also operate under same conditions so the findings in ganda

Martyrs Universaty apply to all other private Universities.

3.8 E.thical Considerations

T'he researcher received an introduction letter from the University to enable him collect data
trom the two Universities. The researcher by use of this introduction letter sought permission
trom the higher authorities before distribution of the research instrument and lastly. the

responses received from the respondents were treated with utmost confidentiality .
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CHAPTER FOUR

DATA PRESENTATION, INTERPRETATION AND ANALYSIS

4.0 Introduction

This chapter presents the findings of the study as well as their interpretation and analysis. The
findings relate to the analysis of the data collected on Leadership Quality and Organisational
Performance in Ugandan Universities Comparative study of Gulu University and ('ganda

Martyvrs University.

The study was carried out with the major aim of answering the research questions using the

methodology descnibed in chapter three.

The research objectives were: to examine the quality and nature of leadership in Gulu and
Uganda Martyrs Universities. to analyse the effect of emplovee commitment in the
performance of Gulu and Uganda Martyrs Universities. to explore the organisational culture
in Gulu and Uganda Martyrs Universities and how they affect performance in these
Universities.

4.1 Data Presentation

4.1.1 Bio data information ey
This section describes the characteristics of the respondents in the study as shown in the
tables below:
Table 4. 1: Gender Distribution
"
Vald Cumulative
Frguency ﬁPercent Percent Percent .

Valid Male 144 58.1 58.1 58.1

Female 104 419 419 100 '

Total 248 100 100 :

Source: Field Research
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In Table 4 1, we observe that a total of 248 persons participated in the rescarch instead of the
280 total number which was expected  The total number of respondents whe participated was
representative henee the tindimges trom them can be used to draw conclusion Maenity ot the
respondents were Male (38 173 and the muinonity are temale 31 9% Thouch net ot eqguial

proportion, the study was gender halanced

Table 4. 2: Age bracket

& i i el
2Pt ing
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[ ai ~48 L OO KRR

Source Field Research '

From Table 420 the Findings revealed more respeadents were aged hetween 30-33 1vears
(3N tellowed by 3539 (21 8%y and 40-44 vears 16 2% then 2929 vears 114 9040 This
then shows a total of "R 6% of the respondents ranging tfrom 23-44 vears The resulis alwe

show that the respondents age ranging tfrom below 20 vears to 24 vears represented onin
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8.1% of the total number of respondents while 13.3% of the respondents were from 45 years

and above.

Table 4. 3: Marital Status

Vahd Cumulative
Fguencs' Percent Percent Percent

Vahd Single 79 19 R R
Married 146 58.9 59 | 9] |
Divorced 9 16 16 94 7
Separated 11 44 4.8 992
Widowed : 0.8 0.8 100
Total 247 99 6 100

Missing NoO response l 04

Total 248 100

Source Field Research

Table 4.3 revealed that 79 (31.9%) of the respondents were single. 146 (58 9%6) marmied. 9

(3.6%). divorced 11 (4.4%) separated. 2 (0.8%0) also were widowed
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| Table 4. 4: Highest Level of Education

—

Name of Insitution

‘ Uganda Martyrs
Gulu Uni {Umiverss
Highest Level of O Level Coumt " < 16
Education — A o P i -
% within Highest Level
of Education 68 8% 31 3% 100 (%
% of Total N 4 4'%»——"— N “2 (P;_ 6 S"._
“ALevel Coumt - 13 3 16
% within Highest Level - -
% of Total S X% 1 2% 6 $%
Dwploma Count 13 9 22
% within Highest Level
i of Educatron £9 1% 40 9% 100 0
‘ "% of Total S PO Y Y
“Furst Degree “Count s I 7
e within Highest Level - - i
of Education 78 0% 28 (% 100 0%
%o of Total 21 8% 7%  290%
Postgraduste ~ Count T ‘ s
"%, within Highest Level - o o
of Educaton 73 3% 26 T 100 0%
“ of Total a8 16% 60%
Masters Coumt o4 TS 9
*¢ within Highest Level - -
of Educaton 69 6% 30 4% 100 0%
e of Toal 258%  113% 370%
* within Highest Level - - -
of Educatron 66 ™ 3313% 100 0%
" of Toal 4 0% 2% 60%
Total Count 17 7 248
% within Highest Level ’
of Education 71.0% 29 0% 100 (™%
S o Tou ow mow oo

- —

Total

Soutunddm ”

The study as seen from Table 4.4 revealed that most of the respondent were Master holders

with 92 (37.1%) of which 64 (25.8%) were from Gulu University and 28 (11.3%) were from

Uganda Martyrs University Nkozi, followed by first degree 72 (29%) of which 57 (21.8%)

were from Gulu University and 18 (7.3%)
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were from Uganda Martyrs University Nkozi, then
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. Diploma holders 22 (8.9%) of which 13 (5.2%) were from Gulu University and 9 (3.6%)

- were from Uganda Martyrs University Nkozi. A level had 16 (6.5%) of which 11 (4.4%)

. were from Gulu University while 3 (1.2%) were from Uganda Martyrs University Nkozi. O

Ic.\'cl had also 16 (6.5%) of which 11 (4.4%) were from Gulu University while § (2.0%) were

from Uganda Martyrs University Nkozi. Postgraduate Diploma holders were 15 (6.0%) of

“which 11 (4.4%) were from Gulu University and 4 (1.6%) were from Uganda Martyrs

1 University Nkozi and PhD holders were also 15 (6.0%) of which 10 (4.0%) were from Gulu

University and § (2.0%) were from Uganda Martyrs University Nkozi.
From the above table. we can conclude that relativels. Gulu University has more qualified

statY interms of Masters Degree holders of 64 (25.8%) compared to 'ganda Martyrs

 University of 28 (11.23%) and PhD 10 (4.0%) of Gulu University compared to § (2%) of

]

{
!

‘
)

T

Uganda Martyrs University \kozi.

Table 4. §: Category of Staff
- Cumulative
Frequency Percent Valid Percent Percent
Valid  Academic 113 "45.6 156 156
Senior Administrative 78 315 s 77.0
Support 57 23.0 230 1000
Total 248 100.0 1000
Source: Field Research
" & . R
Overall, we observe that a total of 248 respondents ) iy o the -
UniversitiéSL'Majority of these respondents were II: h |  3 (m OVl
Senior Administrative Staff wnh.nﬁm?‘! " | i e %”:‘,ﬁ:'; i"f}‘
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Table 4. 6: Transactional Leadership

Strongly Not Strongly
Disagree  Disagree Sure Agree Agree Total
‘Supervisor rewards for effective Count 35 67 27 104 15 248
performance
% 14.1% 27.0% 10.9% 41.9% 6.0% 100.0%
Supervisor explains how to do work to Count 21 '57 18 134 18 248
get rewarded
% 8.5% 230%  73%  54.0% 73%  100.0%
Supervisor checks on quality of work Count 5 38 25 131 39 248
from time to time -
% 6.0% 15.3% 10.1% 52.8% 15.7% 100.0%
‘Supervisors asks for progress report on  Count 9 51 22 122 44 148
daily basis i - B - - ) -
% 3.6% 206%  89%  492%  177%  100.0%
Supervisor provides sufficient Count 17 | 87 20# — 93 N ,70 147 7
“information about work 7 ? -
% 6.9% 352%  8.1%  37.7% 121%  100.0%
Supervisor takes time to listen Count 17 34 2 123 47 246
o 6.9% 138%  102%  50.0% 191%  100.0%
Supervisor carc, for career Count . ~ e N - 5
advancement ) S _‘“2 7_3_ ) o B _ 1? 245
% 8.9% 294%  222%  33.1% 65%  100.0%
Supervisor offers training dppbr'tfur;ilics Count . _; 7 5 L —_7;— .
in formal setting 2l L “ 115 24 ok
%o 12 1% 21.0% 11.7% 45.6% 9.7% 100.0%
Supervisor appreciates role in the Count 8 ‘_ 5
workplace S I _ e - &0 lil_*_“j¥ﬁ_ 73'_4?
% 6.5% 149%  105%  56.9% 113% 100 0%
Supervisdr demonstrates accurate Count ) o - L
decision in work . 74 s o4 5 £ns
% 3.2% 298%  23.0%  37.9% 6.0%  100.0%
Supervisor gets well with me at Count | R o
_workplace - S - Ml}_ B __32 _}7___ o 1?8 ) 28 248
% 5.2% 129%  109%  59.7% 11.3%  100.0%
Supervisor makes his/her attitudes clear  Count S s s
B tenticittber 9 44 56 122 16 247
% 36% 178%  227%  49.4% 6.5%  100.0%
There 1s good communication flow Count
_between my supervisor and me 0 — .
% 3.2% 145%  97%  57.7%  149%  100.0%
Supervisor is supportive enough to Count e . o 7
¢nable me perform well 5 - &2 law 25 2AB
% 3.2% 335%  101%  43.1% 101%  100.0%
Supervisor encourages use of unifork Count
procedures at the workplace B _41*37 o flé 27 - 120 42 7 248
B % 5.2% 185%  109%  48.4% 169%  100.0%
Average % 6.5%  218% 12.5% 478%  114%

Source: Field Research

From the Table 4.6, it is revealed that most respondents agree that transactional leadership

was being practiced in their institutions (average of 59.2%) while only 28.3% said that
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transaction leadership was not being practiced. From the transaction leadership items, most

respondents agreed that there was good communication flow between them and their

supervisors (72.6%) while only 17.7% of the respondents disagreed with a view that there

was no good communication flow between them and the supervisors. Also to mention was

that 71% of the respondents agreed that their supervisors get well with them at their work

places while only 18.1% of the respondents disagreed that their supervisors get well with

them at their workplaces.

On the other hand, 39.6% of the respondents agreed that their supervisors care about their

career advancements while 38.3% of the respondents disagreed about their supervisors caring

about their career advancement. Also 49% of the respondents agree that their supervisors

provide sufficient information about their work while 42.1% disagree with the statement.

These figures are almost the same therefore there is need for improvement in those area.

Table 4. 7 : Transformational Leadership

Strongly Not Strongly
Disagree  Disagree  Sure Agree Agree Total
Supervisor is a role model to follow Count 19 42 38 97 52 248
% 77%  169% 153% 39.1%  21.0% 100.0%
I Have complete belief in my supervisor Count 21 94 42 ;0 21 A34~8~
% 85%  379% 169% 28.2% 8.5% #00.0%
Supervisor makes everyone around him/her feel good Count 16 50 45 118 17 246
% 6.5%  203% 183% 480%  69% 100.0%
My Supervisor finds out what [ need and tries to help me Count -
getit 18 99 36 83 12 248
- % 73%  399% 145% 33.5% 48% 100.0%
Supervisor expresses appreciation when il do a good job  Count 10 75 30 - 104 29 248
' % 40%  302% 121% 419%  11.7% 100.0%
Supervisor gives personnal attentiol when one seemsto  Count -
be neglected 17 67 38 107 19 248
] % 69% 270% 153% 43.1% 7.7% 100.0%
Supervisor encourages a look at problems from a Count
different perspective 13 i 4 122 ) i
_ _ % 52% 169% 121% 492%  16.5% 100.0%
Supervisor talkes about importance of mutual trust Count
_among members _ 13 4] 24 113 57 248
% 52%  165% 97% 456%  23.0% 100.0%
Supervisor provides coaching to help develop new skills  Count 18 57 2% 13 33 247
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% 73%  23.1% 105% 457%  13.4% 100.0%
Supervisor encourages me to participate in all decision Count .23 Y 22 102 19 248
makings that involve my work
‘ % 93% 33.1% 89% 41.1% 7.7% 100.0%
Supervisor consults me before making decisions that Count 32 62 20 105 29 248
pertain me
: % 129%  250% 81% 423%  11.7% 100.0%
I am invited to address the administrative problems at Count 33 60 25 107 23 248 -
my workplace
% 133%  242% 10.1% 43.1% 9.3% 100.0%
My supervisor guides me in solving administrative Count 20 68 2 106 31 247
problems with fellow staff
% 8.1% 275% 89% 429%  126% 100.0%
Supervisor makes personal sacrifice and goes beyond Count 31 -- 66 57 17 248
self intererst for the benefit of the University
% 125%  31.0% 266% 23.0% 6.9% 100.0%
Supervisor delegates part of his/her power to me after Count 36 20 16 100 2% 248
carefully coaching me *
% 14.5% 28.2% 6.5% 40.3% 10.5% 100.0%
I Consider my supervisor to be trusworthy Count 52 54 45 70 27 248
% 210%  218% 181% 282%  10.9% 100.0%
My supervisor exhibits honesty in his/her dealings Count 3] 53 65 77 22 248
- % 125%  214% 262% 31.0% 8.9% 100.0%
Supervisor goes extra mile to make it pleasant to be Count 32 62 62 81 . 248
member of his group
% 12.9% 250% 250% 32.7% 44% 100.0%
Average %o 9.7%  259% 14.6% 38.8% 10.9%

Source: Field Research

Table 4.7 shows that transformational leadership is being practiced (49.7%) while 35.6% said
that there was no transformation leadership style being practiced in their institutions. 68.6%

of the respondents said that their supervisors talked about the importance of mutual trust

among members while only 21.9% of the respondents said that their supervisors do not talk”™

about the importance of mutual trust among the members. Also 65.7% of the respondents
agreed that their supervisors encouraged them to look at problems from a different

perspective.

'
On the other hand, It is also important to note that much as most respondents agreed that

there was transformational leadership being practiced, most respondents disagreed on the

following issues; that their supervisors find out what they need and try to help them get
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(47.2%), that they have complete belief in their supervisors (46.4%), their supervisors make

- personal sacrifice and go beyond self interest for the benefit of their institutions (43.5%).

1 Table 4. 8 : Employee Commitment

Strongly Not Strongly
Disagree Disagree  Sure _ Agree  Agree Total
I would be happy to spend the remainder of my Count 91 50 61 85 31 248

career with this University

0,
i 8.5% 202% 24.6% 34.3% 12.5% 100.0%
[ am proud to tell people that I work for this Count 10 36 23 125 54 248
University
% 40%  145% 93% 504%  218% 100.0%
"I feel a strong sense of belonging to this University ~ Count 1 46 24 112 55 248
% 4.4%  185% 9.7% 452%  222% 100.0%
[ Feel emotionally attached to this University Count 41 79 25 71 32 248
% 16.5% 319% 10.1% 28.6% 129% 100.0%
It is difficult for me to leave this University right Count
now ) 20 97‘ 41 | 71 19 248
% 81%  39.1% 165% 286%  7.7% 100.0%
[ am not afraid of leaving this University even if | do  Count
not have another job offer 20 51 12 i 21 e
% 12.1% 270% 169% 35.5% 8.5% 100.0%
| feel comfortable working with this University Count 17 37 22 149 23 \ 248
“ 69%  149% 89% 60.1%  9.3% 100.0%
I am proud to be working with this Unjversity Count 18# 36 23 N 130 ’ 47 248
% 73%  121%  93% 524%  19.0% 100.0%
This University is the right organisation for me to Count L - ' o .
spend my time work for o0 33 45 121 28 248
- % 81%  133% 185% 488%  11.3% 100.0%
I continue working in this University because loyalty Count
& i - _ . 12 36 30 105 65 248
B ) % 48%  145% 121% 423%  262% 100.0%"
[ do not feel a sence of ownershib towards this Count
University 19 71 26 99 33 248
% 77%  286% 105% 399%  133% 100.0%
[ feel as if this Department's successes and problems  Count
are my own ) 37 87 34 72 18 248
| | % 149%  351% 137% 290%  7.3% 100.0%
I am satisfied working for this organisation Count 16 53 28 126 25 248
| ' % 6.5%  214% 113% 508%  10.1% 100.0%
[ enjoy discussing this University with outsiders Count 25 81 27 86 33 247
| % 101%  328% 89% 348%  134% 100.0%
Average %o 8.56% 23.1% 129% 41.5% 14.0%

Source: Field Research
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. The table 4.8 reflect that more employees are committed to their institutions (55.5%). While

31.7% of the respondents were not committed to their institutions.

In light of employee commitment, 72.2% of the respondents were proud to tell people that
they worked with their institutions, 71.4% of the respondents are proud to be working with

their institutions and 69.4% of the respondents feel comfortable working with their

institutions.

On the other hand, 50% of the respondents did not feel as if their departmental successes and
problems were their own, 48% of the respondents did not feel emotionally attached to their

institutions and 47% of the respondents did not find it difficult for them to leave their

institutions.

Table 4. 9: Organizational Culture

Strongly Not Strongly
Disagree Disagree  Sure  Agree  Agree Total
The organisation makes me feel like it is my personal Count
plice 30 75 25 85 33 248
0
o 121%  302% 10.1% 343%  13.3% 100.0%
People have more freedom at their work at this Count .
osemiisifon 17 90 30 86 25 248
% 6.9% 363% 12.1% 34.7% 10.1% 100.0%
The organisation has become more receptive to Count '
feedback 20 89 45 82 12 248
—
| % 81%  359% 181% 33.1%  4.8% 100.0%
There is more open communication within the Count
Organanisation B 28 83 31 93 13 248
% 113%  335% 12.5% 375%  52% 100.0%
The organisation has become less bureaucratic Count 88 83 23 48 6 248
% 35.5%  335% 93% 194%  24% 100.0%
Roles of employees are more clear in this organisation  Count 19 43 24 132 30 248
y % 77%  173%  9.7% 532%  12.1% 100.0%
Job description are very clear at my organisation Count 17 39 21 ‘ 131 40 248
% 6.9% 157% 85% 528%  16.1% 100.0%
The organisation always encourages innovation Count " 90 77 60 80 11 248
% 81%  31.0% 242% 323%  44% 100.0%
The organisation encourages risk taking Count 29 88 61 60 10 248
% 11.7%  355% 24.6% 242%  4.0% 1000%
Teamwork rather than individual work is encouraged at  Count 23 47 32 106 40 248
4

_this University
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% 9.3% 19.0% 12.9% 42.7% 16.1% 100.0%
* Top management maintains a sense of order in this Count 28 68 33 90 28 247
- University
% 113%  275% 134% 364%  11.3% 100.0%
Top management recieve special benefits not available ~ Count 15 3] 36 94 72 248
. to other employees at this University
% 6.0% 125% 14.5% 37.9% 29.0% 100.0%
Top management are given higher respect comparedto  Count 31 20 21 101 75 248
| other employees at this University
% 125%  8.1% 85% 40.7%  302% 100.0%
Most decisions are endorsed by top executives . Count 15 17 16 98 102 248
% 60%  69% 65% 395%  41.1% 100.0%
Employees who perform the best are paid extra for their Count 67 7 54 42 13 248
efforts
% 27.0% 290% 21.8% 16.9% 52% 100.0%
Employees. are encourages to search for ways to work Count 23 64 54 94 13 248
more effeciently
: % 9.3% 258% 21.8% 37.9% 52% 100.0%
Employees work well in teams Count 22 45 44 116 21 248
N % 89%  181% 17.7% 468%  85% 100.0%
Employees are treated fairly Count 30 61 25 109 23 248
% 121%  246% 10.1% 440%  93% 100.0%
Employees recieve assistance to overcome any personal Count 48 97 31 61 1 248
problems
% 194%  39.1% 125% 246%  4.4% 100.0%
Leaders work hard to keep employees happy Count 44 67 29 92 16 248
% 177%  270% 11.7% 37.1%  6.5% 100.0%
Employees are always informed of what is happening Count 34 84 35 26 19 148
in the Organisation ] -
% 13.7%  339% 141% 306%  7.7% 100.0%
Employees care for each other greatly Count 32 48 30 106 32 248
% 129%  194% 121% 427%  129% 100.0%
Thg University listens to all stakeholders and responds ~ Count 82 91 33 32 10 248
_quickly to their needs - - - o
% 330%  367% 133% 129%  4.0% 100.0%
Employees adapt quickly‘t-é new work requirements Count 2~2 72 62— N 74 _I'T “ 247
% 89%  29.1% 251% 300%  6.9% 100.0%
Average % 132%  26.1% 14.4% 35.1% 11.3%

Source: Field Research

Table 4.9 indicates that 46.4% of the respondents were in agreement with the concept of

[
organisational culture while 39.3% of the respondents were in disagreed with the same.

On the organizational culture items, 80% of the respondents agreed that most decisions were

endorsed by the top executives, 70.9% of the respondents said that top management were
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. that they received assistance to overcome any of their personal problem.

( ziven higher respect compared to other employees, 68.9% of the respondents agreed that their

- job descriptions were very clear at their institutions.

' Also to mention 69.8% of the respondents disagreed that their Universities listened to all

; stakeholders and responded quickly to their needs, 69% of the respondents disagreed that

. their organizations had become less bureaucratic and 58% of the respondents also disagreed

" Table 4. 10 : Organizational Performance

ad

|
’

i

{

Strongly Not Strongly
Disagree Disagree  Sure  Agree  Agree Total
There is formal written performance appraisal Count 13 19 19 130 66 247
system
0
o 53%  77%  1.7% 52.6%  26.7% 100.0%
! The performance sppraisal system used here is fair ~ Count 16 44 39 102 47 248
— % 6.5% 177% 157% 41.1%  19.0% 100.0%
I am informed of hoe my performance is evaluated  Count 41 60 27 95 24 247
% 166%  243% 109% 385%  9.7% 100.0%
- I recieve feedback of performance evaluation results Count 61 102 17 59 16 148
_about myself i
% 24.6% 41.1% 69% 21.0% 6.5% 100.0%
[ feel I am valued by this University Count 25 39 47 10‘; 27 — 247
% 10.1% 158% 19.0% 44.1% 109% 100.0%
I recieve adquate training to do my job well Count 31 105 18 &3 31 248
% 125%  423% 73% 254%  12.5% 100.0%
[ am not overwhelmed by my responsibilities Count 29 66 26 110 17 248
% 11.7% 266% 10.5% 44.4% 6.9% 100.0%
;:e orientation [ recieved prepared me well for the  Count 26 44 31 119 )8 248
% 10.5% 177% 12.5% 48.0% 11.3% 100.0%
[ Regularly think/worry about work issues when i Count
am at home 38 91 27 65 27 248
- % 15.3% 367% 109% 262%  109% 100.0%
I am satisfied with my income Count 107 80 20 34 7 248
) % 431%  323% 8.1% 13.7% 2.8% 100.0%
[ would not leave this University even f | had other  Count
alternatives 50 83 12 33 | 10 248
- % 20.2% 335% 29.0% 13.3% 4.0% 100.0%
Ih '
woa;:e mastered the skills necessary to perform my Count 9 16 25 138 60 148
- B % 36%  65% 10.1% 556% _ 24.2% 100.0%
[ have ample opportunities for advancement in this  Count
profession 15 40 47 11 i_ - 34 248
% 60% 16.1% 190% 452%  13.7% 100.0%
My job motivates me to perform at the highest level Count 27 56 24 110 31 248
% 109%  226% 97% 444%  12.5% 100.0%
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- The job adds significant pressure and anxiety tomy  Count 41 83 23 75 26 248

ife
% 165%  335% 93% 302%  10.5% 100.0%
If i need extra training, it will be available:for me Count 32 86 58 55 17 248
| % 129%  34.7% 23.4% 222% 6.9% 100.0%
1 1 am satisfied with the benefits offered to me Count 66 100 20 47 15 248
( threugh this job B
% 266%  403% 8.1% 19.0% 6.0% 100.0%
- Average % 149%  264% 12.8% 344% 11.5%

-

; Source: Field Research

- As can be seen from Table 4.10, 45.9% of the respondents agreed that their institutions were

i performing while 41.3% of the respondents disagree that their institutions perform.

-

' 79.8% of the respondents agreed that they had mastered the skills necessary for them to
1 perform, 79.3% of the respondents also agreed that there was formal written appraisal

i systems in their institutions.

I On the other hand, 75.4% of the respondents disagreed that they were satisfied with their
i income, 65.7% of the respondents disagreed that they received feedback of performance
1 evaluation results, 66.9% of the respondents also disagreed that they were satisfied with the

benefits to them through their jobs.
4.3  Data Analysis

f 4.3.1 Analysis of Variance
The analysis of variance presents the average variations of responses on one variable between
two groups on a particular scale. In this study, the groups studied were Gulu University and

Uganda Martyrs University .Their responses were tested on the variables of transactional

T e —

leadership, transformational ‘eadership, employee commitment, organizational culture and
organizational performance. The responses were tested on the scale of 1 to 5 in the order as
Strongly Disagree, Disagree, Not Sure, Agree and strongly Agree respectively with a

confidence level of 95% (0.05).
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Ihe result is as presented in the Table 4.11 below.

Table 4. 11: Analysis of variance

77 77sid T 95% Confidence .
N  Mean |
- Dev. = Interval for Mean | 4
' Construct [nstitution . -
Lower Upper
I Sig
Bound Bound
Transactonal  Gulu University © 176 345 0708 335 356
| cadership Uganda Martyrs University 72 331 0.781 3.12 349
Total 248 341 0731 332 35 2131 0.146
* “Iranstormational Gulu Uni‘vcrsny 176 334 0797 3.22 3.45
. | eadership Uganda Martyrs University 72 296 0879 B 316
Total 248 323 0838 312 3331075 0.001
“mployee Gulu University 176 343 0737 332 3.54
“ommitment [Tganda Martyrs University 72 319 0816 300 339
Total 248 336 0766 526 345 4741 003
Organizational Gulu Universaity 176 313 0.627 306 3.25
Culture [ 'ganda Martyrs University 72 285 0944 263 3.07
['otal 248 306 0 745 297 316 8915 0003
(f)rgam/atmnal Gulu Umiversity 176 305 0564 296 313
Performance [ ‘ganda Martyrs Uiniversity 72 296 0813 2.1 315
lotal 248 302 0645 294 310931 0336

From Table 4.11. we note that the responses from the two Universities vary according to the

variables tested.

Specifically. in transactionalgleadership. respondents from Gulu University had the highest
performance (mean 3.45) as compared to those of Uganda Martyrs University (mean 3.31).
However, this performance was not of any significant importance since the significance level
Is above the present 0.05 (0.146) significance level. This means that the practice of

transactional leadership i1s almost the same in the two Institutions
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For Transformational leadership, respondents from Gulu University had also the highest
performance (mean 3.35) as compared to those of Ugandé Martyrs University (mean 2.96).
This performance was of a significant importance since the significance level is below the
ipresent 0.05 (0.001) significance level. This means that the practice of transformational

: leadership is not the same in the two Institutions.

 Respondents from Gulu University also had the highest performance for Employee
i Commitment (mean 3.43) as compared to those of Uganda Martyrs University (mean 3.19).
| This performance was of a significant importance since the significance level is below the
1 present 0.05 (0.03) significance level. This means that the level of commitment of the

1 employees is not the same in the two Institutions.

* For Organisational Culture, respondents from Gulu University had also the highest
: performance (mean 3.15) as compared to those of Uganda Martyrs University (mean 2.85).
~ This performance was of a significant importance since the significance level is below the
present 0.05 (0.003). This means that the practice of transformational leadership is not the

same in the two Institutions.

Organizational performance had respondents from Gulu University with the highest
performance (mean 3.05) as compared to those of Uganda Martyrs University (mean 2.96).
However, this performance was not of any significant importance since the significance level
is above the present 0.05 (0.336). This means that the practice of level of organizational

performance is almost the same in the two Institutions.

In conclusion therefore, we can say that relatively, Gulu University as far as quality
leadership is concerned performs better than Uganda Martyrs University. However, as far as

Organisational Performance is concerned, they are at the same level.
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4.3.2 Measuring Relationships amongst the variables

To measure the relationship amongst the study variables that is Transactional Leadership,
ITransformational Leadership, Employee Commitment, Organisational Culture and
‘Organisational Performance, the Pearson Product moment correlation was used. Pearson
‘correlation measures relationships that exist between two variables in terms of either a
« positive perfect relationship (+1) or a negafive perfect relationship (-1) at either 95% level of
« confidence (0.05) or 99% level of confidence (0.01 significance level). These relationships

¢ are as indicated in the table xii below:

‘ Table 4. 12: Correlations

Transactional Tranformational Employee Organisational Organisational

. Leadership Leadership Commitement Culture Performance
" Transactional Pearson |
» Leadership Correlation
: Sig. (2-tailed)
N 248
| Tranformational  Pearson 601(**) |
Leadership Correlation ' _
Sig. (2-tailed) 000 ‘
N 248 248 _
Emplbyée_ ) Pearson
Commitement Correlation R3] A33(*%) !
Sig. (2-tailed) 000 000 .
N 248 248 248
Organisational Pearson _ - -
Culture Correlation S82(*7) S48(**) .506(**) l
Sig. (2-tailed) 000 000 000 |
7 N 248 248 248 248
Organisational Pearson
Performance Correlation -360(**) 313(*Y) 493(**) ST l
Sig. (2-tailed) 000 000 000 000
N 248 248 248 248 248

—
—— —_——— e —_——

** Correlation is significant at the 0.01 level (2-tailed).

8 ;
Table 4.12, we note that conceptually the variables presented positive relationships amongst

each other. However, specifically we note that:

Organisational Performance conceptually related highest with Organisational Culture (r =

0.5.11; p < 0.01). This is followed by Organisational performance and Employee
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~ommitment (r=0.493;p<0.01); Organisational performance and Transformational leadership

'r=0.373;p<0.01); and organizational performance ‘and transactional leadership

(r=0.360;p<0.01).

iOther notable strong positive relations included Transactional leadership and
transformational leadership (r=0.601;p<0.01); transformational leadership and organizational

commitment

sculture  (r=0.548;p<0.01); organizational culture and employee

: (r=0.506;p<0.01);transformational leadership and employee commitment (r=0.435;p<0.01)

i These results conform to-Kast & Rosenzweig 1972 where he said that all the components of

+ an organisational are related and changing one variables might impact on many others.

. 4.4  Prediction model for Organizational Performance

In the study, we used the coefficient of determination (Adjusted R square) is used to explain

| the variations in organizational performance caused by the independent variables of

transactional leadership, transformational leadership, employee commitment, and

t organizational culture as indicated in the model summary below:

+ 4.4.1 Model Summary

I‘ This uses coefficients of determination (R square) to explain the amount of variation in the

' dependent variable caused by the independent variables.

Change Statistics

l Table 4. 13: Model summary
|
l
|
|

'y
Adjusted Std. Error of R Square - Sig. F
Model R . RSquare R Square the Estimate Change - F Change dfl df2 Change
1 .590(a) 348 337 525 348 32413 4 243 .000

a Predictors: (Constant), Organisational Culture, Transactional Leadership, Employee Commitement, Tranformational

" Leadership
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iTable 4.13, we observe that the variations in organizational performance (dependent variable)

.s explained by the independent variables (T ransactional leadership, transformational

.leadership, employee commitment and organizational culture) at the tune of 34%. This means

ithat a combined unit variation in the independent variable causes a 34% change in

jorganizational performance. Additionally, the individual predictions of organizational

1performance is hereby explained by the coefficients in the Table 4.14 below:

i Table 4. 14: Coefficients(a)

i Standardized
- Unstandardized Coefficients Coefficients
4 Model B Std. Error Beta Sig.
I (Constant) 992 191 5.188 000
Transactional 113 058 127 1.930 055
Leadership
Transformational -.001 056 -.001 -013 989
Leadership
; Employee 237 053 281 4.503 000
Commitment
Organisational 278 057 321 4.846 000
Culture -

a Dependent Variable: Organisational Performance

Table 4.14, the Unstandardized coefficient is used to explain the individual predicators of

organizational performance in our model.

Observably, the model indicates that organizational culture is the best predictor of

organizational performance (B=0.278;sig 0.000). This means that a unit variation in the facets

of organizational culture would yield approximately 28% change in organizational

performance. This was f8llbbwed by employee commitment (B=0.237;sig 0.000) and

transactional leadership (B=0.112;sig 0.55). However, transformational leadership showed un

insignificant negative prediction (B=-0.001;sig 0.989).
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CHAPTER FIVE

DISCUSSION, CONCLUSIONS AND RECOMMENDATIONS

5.00 Introduction

iIn this chapter a summary of the major findings is made, conclusions based on research findings are

tdrawn, possible recommendations are made and areas for further research are suggested.

15.1 Discussion

1From the results, conceptually all the variables presented had positive relationships with

1 organisational performancé with organisational culture relating highest followed by employee

1+ commitment, transformational leadership and lastly transactional leadership. Much as all of these

1 variables had positive relationships, the findings further revealed that Gulu University ranked higher

1

4

in all the constructs used; that is Transactional Leadership, Transformational Leadership, Employee
Commitment and Organisational Culture than Uganda Martyrs University Nkozi. Gulu University

has better quality leaders than Uganda Martyrs University Nkozi although both institutions perform at

the same level.

5.1.1 Leadership qualities

The findings revealed that transactional leadership and transformational leadership were all practiced
in the two Universities with transactional leadership having an average of 59.2% (Table 4.6) and
transformational 49.7% (Table 4.7). Findings revealed that good communication existed between the
leaders and subordinates, supervisors get well with subordinates, supervisors take time to listen to
their subordinates and that supervisors talk about the importance of mutual trust amongst members,
supervisors encourage a look at problems from a different perspective, supervisors are role models

and supervisors provide coachf'ng to help subordinates develop new skills.

Gulu University had the highest performance in transactional leadership (mean 3.45) as
compared to those of Uganda Martyrs University (mean 3.31) . However, this performance

was not of any significant importance since the significance level is above the present 0.05
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0.146) significance level. This means that the practice of transactional leadership is almost

‘he same in the two Institutions ‘

-For Transformational leadership, Gulu University had also the highest performance (mean
'3.35) as compared to those of Uganda Martyrs University (mean 2.96) Table 4.8. This
‘performance was of a significant importance since the significance level is below the present
10.05 (0.001) significance level. This means that the practice of transformational leadership is
inot the same in the two Institutions. For example if institutions could care about their
t employee’s career advancements, supervisors could be trustworthy to their subordinates,
i supervisors could make personal sacrifices to their supervisors for the benefit of the

( institutions and supervisors could find out what their employee’s want and try to get for them

{ could all imprcve on the leadership qualities.

' Transformational leadership is the best type of leadership quality for institutional
« performance compared to transactional leadership (Horner, 1997), however, this study found
‘l out that transactional leadership quality is more significant in these institutions’ performance
than transformational leadership. This has been because most subordinates do not have belief
in their supervisors, supervisors do not find out what their subordinates need, supervisors do

not find their supervisors trustworthy, supervisors do not delegate and supervisors do not

coach subordinates.

5.1.2 Employee Commitment

The findings revealed that more employees were committed to their institutions (55.5%)
compared to 31.7% who weye not committed. Therefore, if institutions are to improve on
their performance, they should make their employees more proud to tell other people that
they work for their institutions, make their employees proud to be working with their

institutions and also make their employees feel comfortable working with their institutions.
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In the other hand, respondents did not feel as if their departmental successes and problems
were their own, did not feel emotidnally attached to their institutions and did not find it

ifficult for them to leave their institutions.

Employee commitment was found to be significantly important for organisational
‘performance and a good predictor of organi‘sational performance (B=0.237;sig 0.000) (Table
14.14). This means that a unit variation in the facets of employee commitment will yield
japproximately 24% in organisational performance. Therefore, if institutions are to improve
.on their performance, they should encourage the employees to be part of their department’s
i success and failures, make employees be emotionally attached to their organisations and
1 make the employees like the organisations such that it becomes difficult for them to leave

| their organisations. This is because the employees are not satisfied with these items in the

| study.

+ 5.1.3 Organisational Culture
The findings revealed that 46.4% of the respondents approved the provisions in
organisational culture while 39.3% of the respondents disapproved were in disagreed with the
1 same (Table 4.9). The respondents agreed that most decisions were endorsed by the top
1 executives, top management were given higher respect compared to other employees, their

' job descriptions were very clear.

{

)
On the other hand, most respondents disagreed that their Universities listened to all

stakeholders and responded quickly to their needs, their organizations had become less

’ bureaucratic and that they recqived assistance to overcome any of their personal problem.

i It was also found that Organisational culture was very significant and the best predictor to
organisational performance (B=0.278;sig 0.000). This means that a unit variation in the facets
of Organisational culture will yield approximately 28% in organisational performance. For

| example if the institutions could: listen to all its stakeholders and respond quickly to their
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2ds, be less bureaucratic, pay extra to employees who perform to their best, give employees

sistance to overcome their personal problems, then it could have a strong culture and

srefore improved performance.

1.4 Organisational performance

znerally, we found that the two institutions were relatively performing well on certain
idicators. The highest indicators being employees mastering the skills necessary for them to

srform their work, having formal written appraisal performance appraisal system, having a

iir appraisal system.

urther more, the Pearson product moment correlation indicated that of the variables studied,
rganisational Performance had the best relationship with organisational culture. However,
letween the two institutions, Gulu University seem to measure relatively better (Mean 3.05)

ompared to Uganda Martyrs University (Mean 2.96) on organisational Performance.

3.2 Conclusions

The study revealed that all the variables that is transactional leadership, transformational
«eadership, employee commitment, organisational culture and organisational performance had

gositive relationships amongst each other. It also showed that all the variables had significant

Izontributions to organisational performance up to a tune of 34%.

Transactional leadership and transformational leadership are all practiced in the two
institutions but transactional leadership is better than transformational leadership for
')erformance. Although Horner (1997) advocated that transformational leadership was the

"
Ibest in relation to quality leadership, the study established that it is transactional leadership

\which is a good leadership quality.

Employees of the two institutions are all committed to their institutions but Gulu University

| employees are relatively more committed than Uganda Martyrs University employees.
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APPENDICES

APPENDIX I: RESEARCH WORK PLAN (TIMEFRAME) AUGUST 2010 TO
OCTOBER 2012
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Data C ollection

Data analysis.

Writing of first
draft of report.

Submission of
report.
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Presentation for
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11

Production of final

report.




APPENDIX II:BUDGET ESTIMATES (Ug.Shs) FOR RESEARCH

; charges/Airtime

-
Proposal Report Total
- N | ITEM Unit Uni | Unit | Unit | Amount Uni | Amount | TOTAL
)| Measu |[ts | Cost |s ts
- re

. GADGETS

' Flask disk Pieces 1 20,000
(500MB)

| Sub-Total 20,000

' SECRETARIAL WORK
Typing and Pages 30 | 1000 30| 30,000 90 90,000 120,000
editing
Printing Pages 30 | 1000 30| 30,000 90 90,000 120,000

| Binding Pieces 3000 10| 30,000| 10 30,000 60,000
| Photocopying 200 300 | 60,000 | 900 | 180,000 240,000
Sub-Total 540,000
STATIONERY
Printing Paper Reams 2 15000 30,000
Writing Paper Reams 1 10000 10,000
Sub-Total 40,000

' TRANSPORTATION FACILITATION
Trip to Uganda Martyrs University 4 240,000
Administering and collection of questionnaires 300,000
Sub-Total 540,000
PERSONNEL/ALLOWANCES/FACILITATION &
Research Assistants 14 days for 2 assistants 30000 840,000
Sub-Total 840,000
Data entry 150,000

Data analysis 300,000

L

Report compilation 250,000
Sub-Total 700,000

i Communication 200,000

J' Grand Total

2,880,000




APPENDIX III QUESTIONNAIRE

" Jear Respondent,

/My name is Oboke Paul. | am a student of Gulu University, pursuing a Master of Arts in
>ublic Administration and Management degree (MAPAM). | am undertaking a Research
‘ntitled “Leadership Quality and Organisational Performance in Ugandan Universities:
“omparative Study of Gulu and Uganda Martyrs Universities” as a partial fulfillment for
 he award of the Master’s Degree. Based on your experience, I am convinced that you can be
- 1 resourceful person to help me fill in this questionnaire for the purpose of this research. The
nformation obtained from you is solely for the purpose of this research and will be treated
vith utmost confidentiality, purely for academic purpose. I therefore request you to spare a
‘ew minutes of your busy schedules to fill in this questionnaire to enable me accomplish this

ask. Your honest and sincere contribution is highly appreciated.
l'hanks in advance.

Oboke Paul

09/U/2885/MPA

Phone: 0774981400

Section A: Background infor mation

I.Sex: Male [J Female [

2. Age bracket:
Below 20 yrs [ (20-24) OJ (25-29) [ (30-34) [J (35-39) (7 (40-44) [(J(45-49) [
(50-54) U (55 and above) [

3. Marital status ~ Single[]  Married[] Divorced [] Separated []
Widowed O Others (Specify)..............

4. Highest level of educational level: O level (] A level. [J Diploma [J First degree []

Postgraduate [] Masters [ PhD [ Others pecify)..............
5. Name of Institution. Gulu University [] Uganda Martyrs Unive Jity
6. Category of staff: Academic [] Senior Administrative [] Support [

7.Rank within the category: ¢
8. PoSItion/DesIgnation...............oooiuiiiiiin oo

. DICPATTIISIE .. cun suwunvumsnecsnsisn o s s s wosmmommrs on e ss v ams m



APPENDIX III QUESTIONNAIRE

dear Respondent,

Ay name is Oboke Paul. | am a student of Gulu University, pursuing a Master of Arts in
'ublic Administration and Management degree (MAPAM). I am undertaking a Research
ntitled “Leadership Quality and Organisational Performance in Ugandan Universities:
“omparative Study of Gulu and Uganda Martyrs Universities” as a partial fulfillment for
he award of the Master’s Degree. Based on your experience, I am convinced that you can be
. resourceful person to help me fill in this questionnaire for the purpose of this research. The
nformation obtained from you is solely for the purpose of this research and will be treated
vith utmost confidentiality, purely for academic purpose. I therefore request you to spare a
ew minutes of your busy schedules to fill in this questionnaire to enable me accomplish this

ask. Your honest and sincere contribution is highly appreciated.

lhanks in advance.
Jboke Paul
)9/U/2885/MPA
Phone: 0774981400

Section A: Background information

I.Sex: Male [0 Female [J

2. Age bracket:
Below 20 yrs [ (20-24) [ (25-29) (J (30-34) [0 (35-39) [ (40-44) (1 (45-49) ]
(50-54) OO (55 and above) O

3. Marital status ~ Single[]J Married[] Divorced [] Separated []
Widowed [ Others (Specify)..............

4. Highest level of educational level: O level (] A level. [J Diploma [J First degree []

Postgraduate [] Masters [] PhD ([ Others pecify)..............
5. Name of Institution. Gulu University [] Uganda Martyrs Unive Jity
6. Category of staff: Academic []J Senior Administrative []  Support []

7.Rank within the categoryy
8. Position/Designation...............coooouiuiiiiiiiiiiiiii

9. Department...................ooooiiiniiiii e



SECTION B:

Please tick the relevant box from column labeled 1 to S (on the right)

Key: 1 - Strongly Disagree, 2- Disagree, 3 - Not Sure, 4 - Agree and 5 — Strongly Agree.

No | Statement 112/ 3|45
A Transactional Leadership
1 | My supervisor rewards me for the effective performance I make.
2 | My supervisor explains to me how I should do my work to get rewarded.
3 | My supervisor checks on the quality of my work from time to time.
My supervisor asks me to report on the progress of my work on a regular
4 | basis.
-5 | My supervisor provides me with sufficient information about my work.
6 | My supervisor takes time to listen to me.
7 | My supervisor cares for my career advancement.
8 | My supervisor offers me training opportunities in a formal setting.
iﬁ 9 | My supervisor app “=ciates my role in the workplace.
i[ 10 | My supervisor demonstrates accurate decision in his/her work.
i 11 | My supervisor gets along well with me at the workplace
12 My supervisor makes his/her attitudes clear to every member including me
13 | There is a good communication flow between my supervisor and me.
| 14 | My supervisor is supportive enough to enable me perform well. ~
| 15 | My supervisor encourages the use of uniform procedures at the workplace.
B Transformation leadership
1 | My supervisor is a model for me to follow.
2 | I have complete belief IN My SUpervisor.
3 | My supervisor makes everyone around him/her feel good, including me.
[L 4 | My supervisor finds out what I need and tries to help me get it.
5 | I can count on my supervisor to express appreciation when I do a good job.




6 | My supervisor gives personal attention to me when [ seem to be neglected.
My supervisor encourages me to look at broblems from a different
7 | perspective.
8 | My supervisor talks about the importance of mutual trust among members.
9 | My supervisor provides me with coaching to help me develop new skills.
My supervisor encourages me to participate in all major decision makings
10 | that involves my work
11 | My supervisor consults me before making decisions that pertain to me.
I am usually invited to engage in addressing administrative problems at my
12 | workplace.
My supervisor guides me in solving administrative problems with fellow
13 | staff.
My supervisor makes personal sacrifice and goes beyond self interest for the
14 | be..efit of the University.
My supervisor delegates part of his/her power to me on specific matters after
15 | carefully coaching me.
16 | I consider my supervisor to be trustworthy.
17 | My supervisor exhibits honesty in his/her dealings with me.
My supervisor strives to go an extra mile to make it pleasant for me to be a
18 | member of the group.
Employee Commitment
I would be very happy to spend the remainder of my career with this
1 | University.
2 | I'am proud to tell people that | work with this institution.
3 | I feel a strong sense of belonging to this University.
4 | I feel emotionally attached to this University.
5 | It is difficult for m'g to leave this University right now.
I 'am not afraid of leaving this University even if I do not have another job
6 | offer.
7 | I feel comfortable working with this University.




[ am proud to be working with this University.

[ feel that this University is the right organisation for me to spend my time
working.

10

One of the major reasons that I continue working for this organization is that
[ believe that loyalty is important.

11

I do not feel a sense of ownership towards this University.

12

I really feel as if this department’s successes and problems are my own

13

I am satisfied working with my department.

14

I enjoy discussing this University with outsiders.

Organisational Culture

The organization makes me feel like it is my personal place

People have more freedom in their work at this organisation

The organization has become more receptive to feedback.

There is more open communication within the organisation

The organization has become less bureaucratic.

Roles of employees are more clear at my workplace

Job description for employees are clear at my workplace

The organization always encourages innovation.

The organization encourages risk taking.

10

Teamwork rather than individual work is encouraged in this university.

11

Top management maintains a sense of order in my workplace.

12

Top management receive special benefits not available to other employees at
my work place.

13

Top Management are given higher respect compared to other employees at
my workplace. '

14

In my workplace, most decisions are endorsed by top executives.

15

Employees who perform the best are paid extra for their efforts.

16

Employees are encouraged to search for ways to work more efficiently.




17

Employees at my workplace work well in teams.

18

Employees are treated fairly in my organization.

19

Employees receive assistance to overcome any personal problems.

20

Leaders work hard to keep employees happy.

21

Employees are always kept informed of what is happening in the
organization.

22

Employees care for each other greatly here.

a3

The University listens to all stakeholders and responds quickly to their needs.

24

Employees adapt quickly to new work requirements in this place.

Organisational Performance

There is a formal written performance appraisal system.

The performance appraisal system used here is fair.

I am informed of how my performance is evaluated.

I receive feedback of performance evaluation results about myself.

[ feel | am valued by this University.

I receive adequate training to do my job well.

[ am not overwhelmed by my responsibilities at work.

The orientation I received prepared me well for the job.

[ regularly think/worry about work issues when [ am at home.

10

[ am satisfied with my income.

11

I would not leave this University even if [ had other alternatives.

12

[ have mastered the skills necessary to perform my work.

13

[ have ample opportunities for advancement in this profession.

14

My job motivates mg to perform at the highest level.

15

The job adds significant pressure and anxiety to my life.

16

If I felt that | needed extra training, it would be made available for me.

17

I am satisfied with the benefits offered to me through this job.

This is the end of the questionnaire. Thank you very much for your valuable time.




APPENDIX IV INTRODUCTORY LETTER

GULU

P. O. Box 166
Gulu - Uganda

UNIVERSITY

TEL +256 471 432923
FAX +256 471 432094
Email: fbds@gu.ac.ug
URL: www.gu.ac.ug

FACULTY OF BUSINESS AND DEVELOPMENT STUDIES

Date: 21° June, 2012

TO WHOM IT MAY CONCERN

RE: OBOKE PAUL 09/U/2885/MPA

The above named person is a final year student of Gulu University pursuing
a Master of Arts in Public Administration and Management (MAPAM)
Degree of Gulu Univessity.

As part of the requirements for the award of the Master Degree, he is
carrying out a research on the topic “LEADERSHIP QUALITY AND
ORGANISATIONAL PERFORMANCE IN UGANDAN
UNIVERSITIES: COMPARATIVE STUDY OF GULU UNIVERSITY
AND UGANDA MARTYRS UNIVERSITY.”

Any assistance rendered to him in the process of data collection shall be
highly appreciated.

Yours faithfully,

GULU UNIVERSITY

i ) 1 IHIN 20‘2 &

DEAN _
STy O BUSINESS &
CAVELOPMENT STUDILS

-
-———— -

Dean Faculty of Business and Development Studies



