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PERCEPTION
OF PROFESSIONAL ENGINEERS TOWARD
QUALITY OF WORKLIFE AND
ORGANIZATIONAL COMMITMENT
A Case Study

Razali Mat Zin

Thisempirical investigationwasaimed to deter minethe pattern of the
relationshi ps between the per ceived presence of quality of worklife (QWL)
factors and organizational commitment using samples from professional
engineers in Malaysia. Engineers in private sector were selected to
participate in this study. A total of 250 sets of questionnaires were sent to
the selected organizations, and 152 useable questionnaire representing a
responserate of 60.8% were used for statistical analysis. A QWL measure
consisting of seven factors: growth and devel opment, participation, physi-
cal environment, supervision, pay and benefit, social relevance, and
workplace integration was developed based on Walton's (1974) concep-
tion. The three-component model and measure of organizational commit-
ment developed by Allen and Meyer (1990) was adopted in this study.
Resultsof regression analysisindicated that only two QWL factors, growth
and development and pay and benefit, were significant in explaining
organizational commitment. Implication and suggestions for further re-
search are also discussed.
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I ntroduction

Interest in the quality of worklife
(QWL) as a management technique has
become widespread in Malaysian private
sector organizations in recent years. The
concern for quality of worklife (QWL) in
theworkplacehasbeenarticulatedinman-
agement thought since McGregor (1960)
introduced Theory X and Theory Y to de-
scribetwo styles of management. Manag-
erswho subscribeto Theory X believethat
workers in general are lazy, disike re-
sponsibility, are self-centered and are
strictly motivated by extrinsic rewards.
Therefore managers should devote their
energy toward directing and controlling
people. In contrast, Theory Y managers
believe that workers are inherently not
lazy and self-centered. Workerscan enjoy
responsibility and are motivated by intrin-
sic rewards, such as self-esteem,
bel ongingness, social recognitionand self-
actualization. Managers who subscribe to
the assumptions of Theory Y focus their
efforts to facilitate the achievement of
both the workers' and the organizational
goals.

Thephrase* quality of worklife” was
firstintroduced in the United Statesin the
late 1960’ sto addressthe problemsof poor
quality of life at the work place (Davis
1977). Theconcernwithquality of worklife
originated from aseries of studies carried
out by Trist and his co-workers at the
Tavistock Institute in London. The find-
ings of these studies served asthe founda-
tions for socio-technical systems theory
on which many current efforts to reform
work organizations are based (Huse and
Cummings 1985).

Sincethemeaning attributed theterm
has undergone considerable change and
development (Huse and Cummings 1985)
a variety of concepts have been used to

map out the conditions of QWL. Earlier,
the term referred to morale and later to
human relations, organization develop-
ment, redesign of work systemsandindus-
trial democracy (Sayeed and Sinha1981).

Objective of the Study

In Maaysia, employers are becom-
ing increasingly concerned with the cost
of work disruption, turnover, absenteeism
and poor morale among employees. In
recent years, various attempts have been
madeto integrate workersinto the organi-
zation, attack the problems of alienation
and improve the quality of worklife in
organizations.

Thisstudy wasconducted to examine
the nature of relationships between the
perceived presence of QWL factors and
organi zational commitment using samples
from private sector engineersinMalaysia.

Related Literature

Quality of Worklife

A review of theliterature on the con-
cept of QWL was carried out to determine
the appropriate conceptsto beincludedin
the questionnaire. The approach taken in
this study was to view QWL in terms of
perceived organizational conditions, as
opposedto other viewswhichregard QWL
aseither intervention strategiesfor organi-
zational improvements(e.g. Gowdy 1988)
or asan ingtitutional approach in creating
workplace democracy (Maccoby 1984).
Though the approach taken was from the
perspective of perceived organizational
conditions, the basic philosophy of QWL
which regards employees as capable of
learning (Camman 1984) and organiza-
tions as learning environments (Cherns
and Davis 1975) was given due consider-
ation in constructing the questionnaire.

324



Zin—Perception of Professional Engineerstoward Quality of...

A dominant approach takenin previ-
ous studies on QWL was to regard job
satisfactionasameasureof QWL. Wilcock
and Wright (1991) remarked that the use
of job satisfaction as a measure of QWL
has its limitations, because satisfaction is
only one of the many aspects of QWL
(White 1981; Davis and Cherns 1975).
Sinceasatisfactory measureof QWL suit-
able for adoption in this study was not
availablein the literature, and in order to
avoid using job satisfaction as a single
indicator of QWL aset of questionnaires
purporting to measure the concept had to
be devel oped.

In this study, the conceptual catego-
ries proposed by Walton (1974) were
adopted as the basis for designing the
QWL measure. Walton provided eight
aspects in which employees’ perceptions
toward their work organizations could
determine their QWL : adequate and fair
compensation; safe and healthy environ-
ment; development of human capacities;
growth and security; social integration;
constitutionalism; thetotal life space; and
social relevance. To avoid the question-
naire being too long, the researcher de-
cided toreducethenumber of factorsfrom
eight to seven, and also to make some
modificationsinthenaming of thefactors.

The factor constitutionalism, which
refersto “ respect accorded to employees’
and “the opportunity for employees to
voice out their opinions” (Walton 1974),
waschanged to supervision. Inthecontext
of non-supervisory employees, especially
in Malaysiawhere power distanceishigh,
there is a set procedure for employees to
voice their opinions in the workplace.
Employeesarerequiredtouseproper chan-
nels in expressing their opinions, i.e. in
most cases, through their immediate su-
pervisors. It is therefore appropriate that

theitemsrelatingtothequality of relation-
ship between a subordinate and his/her
supervisor should be included as a mea-
sure of QWL.

The factor, development of human
capacities, which refers to “the opportu-
nity for employeesto performwork which
ismeaningful” isreplaced with participa-
tion. Again, inthe context of lower level
employees, it may be quite difficult for
them to judge the “meaningfulness’ of
their jobs because “ meaningfulness,” es-
pecidly in Malaysia, is often based on
amount of monthly salary the job holder
receives. Participation has been consid-
ered as a key element in Nadler and
Lawler's (1983) working definition of
QWL because participation can cause
peopletowork better: employeeswho are
allowed to beinvolved in decisions rel at-
ingtotheir jobswill develop certaininter-
personal and analytical skills, thus en-
hancing their sense of meaningfulness.

Walton' s factor, total life space was
notincludedinthe QWL questionnairefor
this study. This was to avoid redundancy
because Walton's definition of total life
space as a “balance between work and
non-work” was thought to be adequately
represented in another factor, socia rel-
evance.

Selection of |tems

Having definedthefactorsrepresent-
ing the construct of QWL, the subsequent
step in the development of a QWL mea-
sure involved the selection of items to
represent therespectivefactors. Insearch-
ing for appropriate items, we referred to
variouspublished sourcesintheliterature.
Items were collected from various scales
that were thought to represent the defined
dimensions of QWL. The items and the
sources are presented in Table 1.
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Organizational Commitment

Theorganizational commitment mea-
sure adopted for this study was the one
developed by Allen and Meyer (1990).
Allen and Meyer (1990) noted that, al-
though several conceptualizations of atti-
tudinal commitment have appeared in the
literature, each reflects one of three gen-
eral themes: affective, perceived cost, and
obligation. Based on these general theme,
Allen and Meyer conceptualized organi-
zational commitment in terms of three
distinct dimensions. affective, continu-
ance, and normative.

Affective commitment is character-
ized by the presence of emotional attach-
ment to the organization such that the
affectively committed individual identi-
fieswith, isinvolved in, and enjoys mem-
bership in, the organization (Allen and
Meyer 1990). The affectively committed
employees remain with the organization
because they want to (Meyer et al. 1990).

The continuance dimension of com-
mitment combines a behavioral con-
ceptualization (disinclination to leave the
organization) with an instrumental cause
(potential costs and lack of alternatives)
(Popper and Lipshitz 1992). Employees
whose primary link to the organization is
based on continuancecommitment remain
because they need to do so (Meyer and
Allen, 1991). The guiding criterionin the
devel opment of continuance commitment
isself-interest, or,inthewordsof Heetderks

(1993): “what’s best for me, rather than
what’ sinthebest interestsof theorganiza-
tion.”

The normative dimension of organi-
zational commitment focuses on feelings
of loyalty to a particular organization re-
sulting from theinternalization of norma-
tive pressures exerted on an individual
(Popper and Lipshitz 1992; Hackett et al.
1994). Internalization occurs when the
induced values of the individual and the
organization are in congruence (O’ Reilly
and Chatman 1986). Conseguent to the
similarity of values, individuals exhibit
committed behaviorsbecauseitistheright
thing to do (Allen and Meyer, 1990). Em-
ployees who are normatively committed
feel they ought to remain with the organi-
zation (Meyer and Allen 1991).

On the basis of their conceptuali-
zation, Allenand Meyer (1990) devel oped
an instrument to measure organizational
commitment along the three dimensions.
The three-component measure was found
tobepsychometrically sound (Meyer etal.
1993). Factor analytic studies of the mea-
sure have shown that they measure three
relatively distinct constructs (Meyer et al.
1993; Hackett et al. 1994). It hasalso been
shown that the three dimensions of com-
mitment correlate differently with vari-
ables purported to be antecedents of com-
mitment (Shore and Tetrick 1991, Meyer
et a. 1993). Table 2 summarizes the di-
mensions of organizational commitment
and their respective items.
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M ethod

The Sample

The sampling frame used was public
accountantsin variousprivate sector engi-
neering-related firms in Malaysia. Two
hundred and fifty (250) sets of question-
naires were mailed to the professional
engineers which were randomly selected
fromthelist provided by Malaysian Board
of Engineers.

Procedure

A covering letter outlining the pur-
pose of the study, defining the target
sample, and the procedures of question-
naire distribution was enclosed. A total of
250 setsof questionnaireswere sent to the
organizations, and 152 usable question-
nairesrepresenting aresponserateof 60.8
percent were used for statistical analysis.

Results

Measuresof QWL and organizational
commitment were factor analyzed, using
varimax rotations, to determine their di-
mensions. Results of factor analysesindi-
cated that the QWL measurewasfound to
be consisted of seven dimensions, but the
organizational commitment measurecould
be better represented by a four-factor
model. The continuance commitment di-
mension is further divided into two sub-
dimensions: high cost and lack of employ-
ment aternatives. The reliability coeffi-
cientsof theQWL and organizational com-
mitment sub-scales are reported in Table
3.

The Effects of QWL
on Organizational Commitment
Table4 presentsresultsof regression

analyses of QWL factors on the four di-
mensions of organizational commitment.

Table 3. Reliability Coefficients of QWL and Organizational Commitment Sub-

Scales

Scale

Reliability (alpha)

QWL (overall scale)

Growth and devel opment

Participation

Physical environment
Supervision

Pay and benefits
Social relevance
Workplace Integration

Organizational Commitment
Affective
Normative
Continuance (cost)

0.93
0.89
0.85
0.49
0.79
0.84
0.70
0.79

0.85
0.84
0.79

Continuance (lack of alternatives) 0.66
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Affective Commitment

eFrom Table 4 it is observed that the
QWL variables account for about 53 per-
cent of thetotal variancein affectivecom-
mitment (R?>=0.527,F=20.512,p<0.001).
Three QWL factorsaresignificant : super-
vision (t=2.409, p<0.05), pay and benefit
(t=3.514, p< 0.001) and integration (t =
2.382, p < 0.05).

Normative Commitment

The results show that the QWL vari-
ables account for about 57 percent of the
variance in hormative commitment (R*=
0.567, F=24.164, p< 0.001). Three QWL
variables have significant effects on nor-
mativecommitment: supervision (t=3.595,
p < 0.001), pay and benefit (t = 3.818, p<
0.001) and social relevance (t=3.857,p<
0.001).

Continuance Commitment

(a) High Cost of Leaving

Theresults show that the QWL vari-
ables account for about 31 percent of the
variance in thistype of commitment (R*=
0.314, F = 8.440, p < 0.001). Three QWL
variables have significant effects on this
dimension of commitment: participation
(t= -2.994, p < 0.01), supervision (t =
2.378, p < 0.05) and pay and benefit (t =
3.790, p < 0.001).

(b) Lack of Employment Alternatives

The results indicate that only about
31 percent of the variance in this type of
commitment isaccounted for by the QWL
variables (R2 = 0.305, F = 8.078, p <
0.001). Only two QWL factor, hassignifi-
cant effect on this dimension of commit-
ment : pay and benefits (t = 3.272, p <
0.001) and social relevance (t=2.491, p<
0.05).

Discussion

On one side, the findings of this re-
search may provide someinsightsinto the
practice of effective management in Ma-
laysia, especially in effortsto improvethe
quality of working life and organi zational
commitment among the professional en-
gineersinMalaysia. Thepracticeproblem
that thisresearch addressesistimely, with
the need to develop an understanding of
quality of worklifeand organizational com-
mitment in Malaysian work environment.

Growth and development has been
indicated by the respondentsin this study
as a significant antecedent of both affec-
tive and normative commitments. It is
therefore suggested that, in order to de-
velop a sense of commitment among the
privatesector organizations, effortsat pro-
viding more opportunitiesfor theworkers
to develop their skills in the workplace
should be undertaken. One such efforts
might include providing more training
opportunities to the government accoun-
tants. Training helps employees to im-
prove the way they accomplish tasks to
enhance their interpersonal and problem-
solving skills. It is a mechanism through
which members contributions and re-
sources may be maximized, especially in
solving problems related to their work.

Pay and benefitshasal so been shown
to beasignificant antecedent of affective,
normative and continuance (cost) com-
mitments. It is not the actual pay that
mattersbut the perceptionsof theadequacy
of their pay and benefits. These percep-
tionsare probably formed out of the com-
parisons made with what their friends,
withthesamequalifications, aregettingin
other organizations. Monthly pay is only
part of the reward system. Other benefits,
suchasfringebenefitsand health caremay
be extended to employees to compensate
fortheir willingnesstowork for lesser pay.
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Participation opportunities has sig-
nificant positive relationship with affec-
tive commitment. As participation leads
toinvolvement intheworkplace, employ-
eeswho perceive that they are given such
opportunities would be more committed.
Thisfinding is consistent with the results
obtained by Mottaz (1988) and Razali
(1999) intheir studies of determinants of
organizational commitment.

This positive relationship could also
be expl ained from perspective of thecom-
munication model of organizational com-
mitment suggested by Gorden and Infante
(1991). Participation, as operationalized
in this study, includes opportunities for
employees to contribute ideas to their su-
pervisors. Participation, thus defined, can
be viewed as an indicator of the presence
of freedom of speech which wasfound by
Gordenand I nfantetobeapositivepredic-
tor of organi zational commitment. Partici-
pation by employeesin decisions relating
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