JOB CHANGES AND EMPLOYEE COMMITMENT
AMONG EMPLOYEES OF POSTAL
CORPORATION OF KENYA - HOMABAY COUNTY

OJWANG’ KENNEDY OKWANYO

Research Project Presented in Partial Fulfillment 6the Requirements for the
Award of Degree of Master of Business Administratia (MBA), School of Business,

University of Nairobi

2014



DECLARATION
| hereby declare that this research project is myiraal work and has not previously in
entirety or part been presented in any other celleg university for the award of a

degree; and that all citations and referencesdnédkt have been dully acknowledged.

Signature: ..o Date: .o

Ojwang’ Kennedy Okwanyo
D61/67579/2011

This research project has been submitted with npycsal as a University Supervisor.

Signature: ..........cooeiiiiiiinn Date: ..o

Mr. George Omondi

Department of Business Administration
School of Business

University of Nairobi



ACKNOWLEDGEMENT

| would like to acknowledge and appreciate thestiaste accorded to me by my lecturers
in the School of Business, Kisumu campus but marévis. George Omondi whose

assistance and patience during the developmehtsoflbcument was above par.

My classmates in 2011 — 2013 academic years, edlyedr.George Okoth. My friend

Epaineto Onyango and his wife Damaris. | also askedge the support and assistance
accorded to me by my brothers Omollo, Gilly, Ogwé&ljowa and Mzee as well as to my
sisters Quinter and Aluoch. In a special way anthmy mother Grace Nyambori for her

constant prayers and my late father Gradus Ojw@ndg.bless you all.

Finally, I'm indebted to the Almighty God - sorroweep us human, success keeps us

glowing, failure keeps us humble, but only God leep going.



DEDICATION

| dedicate this project work to my dear wife EvedyAtieno and children, Leah, Wesley,
Mercy and Winston for bearing with my absence dyitime period of study. Wesley in
particular bears a permanent mark due to my absewee the period. This work is
therefore dedicated to all of them for the prayand support they gave me. May God

bless them abundantly.



TABLE OF CONTENT

] O I N I [ 1\ PP [
ACKNOWLEDGEMENT ...ttt e e e et e e e e s s e e e e e e ennnbneeeeeeaanns i
D=3 [ @ AN I [ N P il
LIST OF TABLES ... oo e e et e e e e e e et e e e et eneeennas Vi
A B S T R A T it e a Vil
CHAPTER ONE: INTRODUCTION ..iiiiiiiiiiiiiieee ettt esssieee e e snneneea e e 1
1.1 Background of the StUY ...........ooiiiiceeeeeriiece e 1
I 0 A o o J 1 0 = T T [ 2
1.1.2 Employee COMMITMENT ......uuuiiiiiii i e e e e e e eeeeeeeaebieinns e eeeeee e 3
1.1.3 Postal Corporation of Kenya, Homa Bay County..........cccccuuvvvciiiiiniiieeeeeennn. 5
1.2 ReSearch ProbIemM ... 6
1.3 ReSEArCh ODJECHIVE ....uvveeiiiii et e e e e e 8
1.4 Value Of the STUAY .....ooieie e 8
CHAPTER TWO: LITERATURE REVIEW ...t 10
P2 A [ o (oo (3 Tod 1 o] o PP PPPPPPPPTRPPRR 10
2.2 Theoretical Foundation of the Study.....ccceee.eeiiiiiiiii s 10
2.3 30D CRANGES ... 11
2.4 Employee COMMIIMENT ......iiiiiii et e e e e eeeeeeeb s nennaeeennnnes 18
2.5 Influence of Job Changes on Employee Commitment...........ccceeeeeevvevveeeeeinnnns 20
CHAPTER THREE: RESEARCH METHODOLOGY ...ccoiiiiiiiiiieeeeeiiiieee e 23
G 00 11 70T [UTox o] o TSRS URRPPPPRP 23
3.2 RESEAICH DESIGN.. ..o iiiiiiiiiiiiieii et e e e ae bbb 23
3.3 Population Of StUAY........ccoeiiiiiiiiit e e e e e 23
3.4 DAt COIECHION ...ttt ettt e e e e e e e e e e e e s st be e e e e e e e e e e e e e e e e e 23
3.5 DAtA ANGIYSIS ...ttt ettt e e e e e e e e e e e e e eaaaer 24
CHAPTER FOUR: DATA ANALYSIS, PRESENTATION AND
INTERPRETATION ..ottt ettt e e et e e e e s s s e e e e e e e snnbaneeeeeesanne 25
vt R [ (o o 18 ox 1o o FNP PSPPI 25



4.2 RESPONSE RALE ... .oiiiiiiii ittt ettt e et et e e e ettt e e e e eeennmesaa e eeeeennnnns
4.3 Demographic Characteristics of the Respondents.........cccceevviieeiiivivveeiinnne 25
4.4 Job Changes at Postal Corporation of Kenya Bamn@ounty ..............ccccevvvvvnnnee 27
4.5 Relationship between Job Changes and Emplogeer@ment.............cccoeeeeeeenee. 30
CHAPTER FIVE: SUMMARY, CONCLUSION AND RECOMMENTATI ONS...31
ST A [ o (oo (3 Tod 1 o] o HA TP PPPPPPPPPRPPR 31
5.2 SUMIMATY ..ttt e et et e et e e et e e e et s e e esa e e e e nna e e e ean e e eennneeees 31
NG I 0o [od (1] o o 1TSS 31
5.4 RECOMMENUALIONS .....cciiiiiiiiiiiiiiiiee e ettt e e e e e eaaaeae e e e e e aaeeees 32
5.5 Limitations Of the StUAY.......ccooiiii i 32
5.6 Suggestions for further StUAY ... oo eeeeeeiiiie e 33
L N [ TP 34
APPENDICES ... .ottt e e e e et e e e e aaana— e aaa 39



LIST OF TABLES

Table 4.1: Distribution of Respondents by Gender...............cooiiiiiiiiiiiiieeeeee, 25
Table 4.2: Distribution of Respondents DY AQ€ . .uuuerrrrriiiiiiiiiieeeeeeeeeeeeeeeveeeeeee 26
Table 4.3: Distribution of Respondents by Acade@i@lifications ...............ccccevvvvennnnns 27

Vi



ABSTRACT

Job changes are the alteration and modificatiomabivities, schedules, assignments,
structure, remuneration and other human resourcegement process. Job changes take
place in various forms including job mobility, tsdar of services, job enlargement, job
enrichment, job rotation and retirement (Morrow,93p Whenever job change they
affect employees perception of the job and the eygd commitment to the organization.
Commitment is handled by many researcherghasgroup of feelings, beliefs and
intentions that increase the willingness taintain membership in the organization
(Huntet al., 1985). In 2003, the corporation initiated a magstructuring exercise to
transform the organization through scanning thengss environment and implementing
strategies that would make it respond appropriatelymarket dynamics. The key
initiatives are captured in the 2003-2007 Corpoftrategic Plan. The objective of this
study was to establish the relationship betweencjfudnges and employee commitment
among employees at Postal Corporation of Kenya, &lBay County. Descriptive survey
design was used. The study sampled 112 employeBesiél Corporation of Kenya in
Homabay County. Data analysis was carried out leyaisdescriptive statistics such as
mean and standard deviation. The findings were dhatak correlation exists between
job changes and employee commitment to the orgimizeéEmployees require adequate
guidance before job changes are implemented. PGstgloration of Kenya should train
first line supervisors to improve on employee gavation in implementing job changes.
It can concluded that a number of job changes Hmeen implemented in the Postal
Corporation of Kenya and this has not significamtiyproved organizational commitment
among employees. It is recommended that appropr@tsultative mechanisms are used
to facilitate acceptance of job changes by empleydairther research should be
conducted in other organizations as well as othemdihes of the corporation to facilitate
comparative assessment of the results.

Vi



CHAPTER ONE: INTRODUCTION

1.1 Background of the Study

Increasing market pressures force companies tcemmgaht drastic organizational changes
in order to remain competitive; these changes texjob designs and job activities. Job
changes are the alteration and modification of vdigs, schedules, assignments,
structure, remuneration and other human resourcegement process. Job changes take
place in various forms including job mobility, tsdar of services, job enlargement, job
enrichment, job rotation and retirement (Morrow93Q Budget decreases, reduction
efforts, and similar changes create significant ateoland job-satisfaction concerns. A
survey dealing with employee perceptions of stregwkload, and performance was
given to hospital employees. Not surprisingly, guevey found that morale problems
resulted from the job changes. Employees' gendérjamn classification showed little
significant effect on the survey results, whilep@sdents' length of employment with the
organization influenced the results slightly. Tihedings provide information useful for
dealing with challenges of employee satisfactiomrate, and trust during times of

budget limitations (Blegen, 1993).

Job Rotation is a management approach where engdogee shifted between two or
more assignments or jobs at regular intervals metin order to expose them to all
verticals of an organization. It is a pre-plannggbraach with an objective to test the
employee skills and competencies in order to plaice or her at the right place. In
addition to it, it reduces the monotony of the goid gives them a wider experience and

helps them gain more insights. Job enlargemenjab design technique wherein there is
1



an increase in the number of tasks associatedangtrtain job. In other words, it means
increasing the scope of one’s duties and respditigbi The increase in scope is
guantitative in nature and not qualitative andhat $ame level (Beardwell and Claydon,
2003). Retirement is the period in a person'svifen they terminate their employment.
A person may also semi-retire by reducing work kBotany people choose to retire
when they are eligible for private or public pemskenefits, although some are forced to
retire when physical conditions no longer allow plegson to work anymore (by illness or
accident) or as a result of legislation concerrirgjr position. Public sector employees
have a tendency to be traditionalist, anapkineir position in the organization.
However, in order to meet the changing needs aechadds of public institutions in

the global world, it is necessary to develmporganizational climate and culture to
satisfy the employees. So as to develop a dfirtileg this, it is important to increase
job satisfaction and to put organizationalmogitment into practice connected with

job satisfaction( Allen and Meyer, 1990).

1.1.1 Job Changes

A Job change is the alteration and modificationaofivities, schedules, assignments,
structure, remuneration and other human resourcegement process at the work place
or in an organization. Job changes take place rows forms including job mobility,
transfer of services, job enlargement, job enriahiméob rotation and retirement
(Morrow, 1993). Budget decreases, reduction effoedsd similar changes create

significant morale and organizational commitmenhagns. As such, management is



often reluctant to move employees to what they idendo be optimal positions due to
fears of potential constructive dismissal claimsl aperational fallout. With proper
planning however, these concerns can be elimin&ibyg, or at least reduced to a
manageable level, so that employers may move oh thigir organizational changes,
with relatively smooth results. Broadly speakingipdoyee job changes fall into various
categories including but not limited to promotiakemotion, and lateral move to a
reasonably comparable but different position. Somes it is difficult to categorize a
change, particularly when an employer is flattentadnierarchy structure such that levels
or positions are combined. Generally speaking heweso long as there is no reduction
in total remuneration that the employee will reeeiv the new position, it is unlikely that
it will be considered a demotion, unless the newitpmm is clearly an inferior one

(Beardwell and Claydon, (2003).

1.1.2 Employee Commitment

Commitment is handled by many researcherdhasgroup of feelings, beliefs and
intentions that increase the willingness taintain membership in the organization
(Huntet al., 1985). There are two well-known opinionso@b commitment in

organizational literature (Magazinet al,. 1996). One of the opinions was developed
by the studies of Porter, Steers, Mowday dddulian, (1994) and explained
commitment as behavioral situation. In thispect, commitment is explained as
the power of identification and involvement a&n individual with a certain

organization. The second view is the oneirgjathat an individual focuses on an



action with the help of his early investmertsd if the action stops he loses his
investments. This view handles commitment dse ttendency to maintain
membership in the organization and is foundedhe Becker’s “side-bets” view
(Allen, 1990; Oliver, 1990). According to Mowdagt al., (1989) organizational
commitment is a multidimensional structure aidis the relative strength of an
individual's identification with an involvemenin a particular organization and is
characterized by at least three factors: filse one is a willingness to exert
considerable effort on behalf of the orgamnarg the second one is a strong belief
in and acceptance of an organization’s gaald values; the third one is a strong

desire to maintain membership in the orgation (Savery and Syme, 1996).

The model commitment developed by Meyer anterA{1993), focuses on the three
components of commitment which are affectiveommitment, continuance
commitment and normative commitment (Meyer akiten, 1991; Allen and Meyer,
1990). Employee commitment is a function ofliwdual characteristics like age,
seniority and education with conditional fastolike climate, job satisfaction and
organizational characteristics (Morrow, 1983).h&d most of the studies are
analyzed, the relations of organizational cotmmant with demographic
characteristics and job satisfaction organizetiosariables draw attention (Kacmetr

al., 1999).



1.1.3 Postal Corporation of Kenya, Homa Bay County

The Postal Corporation of Kenya is a wholly stateed enterprise created by an Act of
Parliament in 1998 to provide postal, financial aigtribution services as a public postal
licensee. Since inception in 1999, Postal Corponakenya is the only entity charged
with the provision of universal service obligatiois fulfillment of United Nations
declaration on the right to basic communicationsises as a human right. In line with
Government goals in the liberalization of the comioations sector, the
Communications Act of 1998 marked a major milestonie development of the sector.
It led to the split the then giant Kenya Posts @aetecommunications Corporation into
three entities separately responsible for Postdltalecommunications development, as
well as regulatory functions. These are PCK, Telkdéfanya Limited and the
Communications Commission of Kenya. Except for & feeserved areas including
provision of letter boxes and production of postagenps, the postal sub-sector is open
to full competition. This is particularly evidenm ithe courier and financial services

portfolios.

In 2003, the Corporation initiated a major restuucty exercise to transform the
organization through scanning the business enviemrand implementing strategies that
would make it respond appropriately to market dyieaniThe key initiatives are captured
in the 2003-2007 Corporate Strategic Plan. The degyartments of Postal Corporation
Kenya are Mails, Courier and Financial Servicesweheer, in view of the rapid changes

in the communications sector, the board and manegeof Postal Corporation Kenya



are continuously reviewing strategy to give befigscus on the corporation’s major

revenue drivers that revolve around three areasiri€ial, courier and mail services.

Internet connectivity and widespread use of mobienes reduce demand for Postal
Kenya's services. Communication Commission of Kedgta shows that delivery of
letters has fallen, with only 17.3 million senttime quarter to December, compared to
19.7 million in the same period a year earlier.sTias forced Postal Corporation Kenya
to reduce its outlets to 634 units in Decembemfi@0.This led to the introduction of
other business lines, mainly agency business whidhde running financial services on
behalf of other Corporates that have bigger clientieat they cannot efficiently handle;
this include Kenya power, Safaricom, Western Unifimis organizational change led to
job change for the employees including job rotatigob enlargement, job mobility,
transfers and even terminations. The Homabay branodme the surviving branches of

the corporation.

1.2 Research Problem

Job change occurs mainly because organizationspe systems and must frequently
cope with shifts in key environmental domains.hiéy do not change to cope with shifts
in important environmental domains, they may faegosis problems and may even die.
The ability of an organization to deal with chamgevides a competitive advantage, as
change is a constant factor in the world of wodkddn, 2004; Mossholdet al., 2000;
Skinner et al., 2002). Among the fundamental chartbat take place in an organization
are job changes which include transfers, promotiatemotions, job rotation, job

6



enlargement and transfer of services of individu&sganizations need to develop
mechanisms on how to manage and cope with job ehafgcording to Aderamo,
(2010), the success of any organization is closgted to how the management foresees
the future and development strategies and restegiis job design and man power in
general to suit the fore seen social economic gigtances.(Szamosi and Duxbury,

2002).

Internet connectivity and widespread use of mobienes reduce demand for Postal
Kenya's services. Communication Commission Kenya ghaows that delivery of letters
has fallen, with only 17.3 million sent in the qigarto December, compared to 19.7
million in the same period a year earlier. This fsed Postal Corporation Kenya to
reduce its outlets to 634 units in December, fr@0.®his led to the introduction of other
business lines, mainly agency business which irctudning financial services on behalf
of other corporates that have bigger clientele thay cannot efficiently handle; this

include Kenya power, Safaricom, Western Union.

In Kenya studies have been mainly on human resquraetices and their relationship
with the impact on organizational performance. Rah¢ studies in best practices in
human resource management have concentrated on sehtors; furthermore, such
studies on human resource have been addrabsinglationship between aspects of
human resource management practices; for instaidenga, (2007) focused on the
relationship between human resource managementtiqes, job satisfaction,

organizational commitment and performance in pubkcondary schools in Dagoretti

division of Nairobi and concluded that there wassifiwe correlation between good
7



human resource practices and performance in natexaninations in schools; Omoro,
(2008) and Nguku, (2008) studied strategic humaouee management practices and
firm performance in the banking and hotel indestriespectively, though not specific on
which human resource practices, he concluded thmatetwas positive relationship.
Ombogo, (2010) concentrated on best human resauargagement practices in the
security sector; he concluded that most secuntydiin Kisumu city had ignored best
practices and were experiencing high employee wwndNhereas the findings of these
studies are valid on their own right, the contaxtwhich they were carried out and
perspective are different. There is no known sttitht has addressed influence of job
changes on organizational commitment and more $berpostal corporation of Kenya,
Homa Bay branch, and therefore the knowledge ghis. [€ads to the question that; what

is the relationship between job changes and emelogenmitment to the organization?

1.3 Research Objective
The objective of the study is to establish the ti@teship between job changes and

employee commitment among employees at Postal Carpo of Kenya, Homa Bay

County.

1.4 Value of the Study

The findings of this study will enhance literatums employee satisfaction and
commitment when organizations restructure espgciall a situation where the
organization has been radically changed throughegowuent legislation to create a

completely new entity with democratically electeghders and other positions are
8



introduced on competitive terms. This affects répgrorder and structure, leading to
loss of jobs for those who are less qualified, loEgrivileges for others and general

readjustments of work process.

Policy makers and administrators will use the fingdi to establish how to handle
employee motivation and attitude especially whdeatihg change in the structure of the
organization. Where possible consider employeaqgyaation and preparation as part of
coping strategies as the organization undergoaststal adjustments without affecting

service delivery and organizational financial base.

Researchers will use this study for further redearc



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

This chapter contains the theoretical foundationthaf study, job changes, employee

commitment and the relationship between job chaagdsorganizational commitment.

2.2 Theoretical Foundation of the Study

Herzberg’'s two factor theory (Luthans, 1992) wdeeloped by asking two hundred
accountants and engineers to recall occasions wienhad been satisfied with their
work and highly motivated and occasions when they tbeen dissatisfied and
unmotivated. Surprisingly he found that differeetssof factors were associated with
satisfaction and with dissatisfaction — that ipeason might identify ‘low pay’ as causing
dissatisfaction but would not necessarily mentibigh pay’ as cause of satisfaction.
Instead, different factors — such as recognitioaamomplishment — were cited as causing

satisfaction (Luthans, 1992).

These findings led Herzberg to conclude that thditional view of job satisfaction was
incomplete. That view assumed that satisfaction dissatisfaction are at opposite ends
of a single continuum. People might be satisfiedgsatisfied, or somewhere in between.
However the interviews had identified two differehimensions altogether; one ranging
from satisfaction to no satisfaction and the othamging from dissatisfaction to no
dissatisfaction due to job changes. The factordsientcing the satisfaction continuum —
called motivation factors are related specificatlythe work content, while the factors

presumed to cause dissatisfaction — called hygfenotrs — are related to the work

10



environment, hence the two- factor theory. Basethese findings, Herzberg argues that
there are two stages in the process of motivatiopl@yees. First, managers must ensure
that the hygiene factors are not deficient. Pay pfd security must be appropriate;
working conditions must be safe, technical sup@wisnust be acceptable. By providing
hygiene factors at an appropriate level, managensod stimulate motivation but merely
ensure that employees are ‘not dissatisfied’. Eygde whom managers attempt to
‘satisfy’ through hygiene factors alone will usyatio just enough to get by. Managers
should proceed to stage two-giving employees thodpnity to experience motivation
factors such as achievement and recognition. Thdtres predicted to be a high level of
satisfaction and motivation. This theory goes @ $tether and describes exactly how to
use the two-factor theory in the workplace. Spealfy, it recommends job enrichment,
job rotation and enlargement (Luthans, 1992). Thepeesent job changes at work place

and the motivational factors can affect employemmitment.

2.3 Job Changes

Increasing market pressures force companies tceimgrht drastic organizational changes
in order to remain competitive; these changes tergjob designs and job activities. Job
changes are the alteration and modification of vdigs, schedules, assignments,
structure, remuneration and other human resourcegesnent process. Job changes take
place in various forms including job mobility, tsdar of services, job enlargement, job
enrichment, job rotation and retirement. Budgetréases, reduction efforts, and similar

changes create significant morale and job-satisiactoncerns. Job changes take place

11



in various forms including job mobility, transferf gervices, job enlargement, job
enrichment, job rotation and retirement. Budgetréases, reduction efforts, and similar
changes create significant morale and organizdtioommitment concerns. A survey
dealing with employee perceptions of stress, wad)cand performance was given to
hospital employees. Not surprisingly, the surveyni that morale problems resulted
from the job changes. Employees' gender and jasifieation showed little significant
effect on the survey results, while respondentsgtle of employment with the
organization influenced the results slightly. Tihedings provide information useful for
dealing with challenges of employee satisfactiomrate, and trust during times of

budget limitations (Blegen, 1993).

Job Rotation is a management approach where engdogee shifted between two or
more assignments or jobs at regular intervals mktin order to expose them to all
verticals of an organization. It is a pre-plannggraach with an objective to test the
employee skills and competencies in order to plaice or her at the right place. In

addition to it, it reduces the monotony of the gl gives them a wider experience and

helps them gain more insights.

Job enlargement is a job design technique whéeheire is an increase in the number of
tasks associated with a certain job. In other watdeeans increasing the scope of one’s
duties and responsibilities (Derrick, et al., 200%¢cording to Beardwell and Claydon,

(2003) job rotation is a well-planned practice ¢duce the boredom of doing same type
of job every day and explore the hidden potentidroemployee. The process serves the

purpose of both the management and the employelesips management in discovering
12



the talent of employees and determining what hgheris best at. On the other hand, it
gives an individual a chance to explore his or ®w&n interests and gain experience in
different fields or operations. The first and fo@shobjective of job rotation is to reduce
the monotony and repetitiveness involved in a jolkallows employees to experience
different type of jobs and motivates them to perfowvell at each stage of job
replacement. The concept of succession plannifig/i® will replace whom’. Its main
function of job rotation is to develop a pool of @oyees who can be placed at a senior
level when someone gets retired or leaves the aag@on. The idea is to create an

immediate replacement of a high-worth employee frathin the organization.

The success of an organization depends on thelopfductivity of its employees. If
they're rightly placed, they will be able to giveetmaximum output. In case, they are not
assigned the job that they are good at, it cremtesl big problem for both employee as
well as organization. Therefore, fitting a rightg@n in right vacancy is one of the main
objectives of job rotation. Another main functiohjob rotation process is to exposing
workers to all verticals or operations of the orgahon in order to make them aware
how company operates and how tasks are perforntedivés them a chance to
understand the working of the organization anded#ifit issues that crop up while
working. Testing and analyzing employee skills aminpetencies and then assigning
them the work that they excel at is one of the mfajoctions of job rotation process. It is
done by moving them to different jobs and assigrtsiand determining their proficiency
and aptitude. Placing them what they are best @eases their on-job productivity.

Employees usually don’t want to change their aréaomerations. Once they start

13



performing a specific task, they don’t want to sfibm their comfort zone. Through job
rotation, managers prepare them in advance to hawvealer range of work experience
and develop different skills and competenciess hecessary for an overall development
of an individual. Along with this, they understatiee problems of various departments
and try to adjust or adapt accordingly. Job rotatis a well-planned management
approach that is beneficial both for employees arahagement (Derrick, Laura and

Stephen, 2007).

According to Graham and Bennet, (1998) there afferdnt reasons a company may
choose to use job rotation such as using job mrteds a learning mechanism. Research
suggests that there are significant benefits thay wutweigh the costs involved with
training employees for diversified positions. Agdearning mechanism, employees are
given the opportunity to learn necessary skillsaihtan help them to advance within a
company. This employment opportunity also has ffeceof boosting morale and self-
efficacy. The company may benefit from using jotation by having the ability to staff
key positions within a company. This practice mdlpwa a company to run more
efficiently, and as a result, become more prodectimd profitable. Job rotation can also
be used to alleviate the physical and mental stsessdured by employees when working
the same position, year after year. By allowing xyges to rotate to other positions, the
risk factors for some types of musculoskeletal @iscs may be reduced. Job Rotation is
also believed to have the ability to decrease tmeumt of boredom and monotony

experienced by employees who work the same podiioextended periods of time.

14



Job enlargement is a form of job change where tiseaa increase in the number of tasks
associated with a certain job. In other words, @ams increasing the scope of one’s
duties and responsibilities. The increase in scigpguantitative in nature and not
gualitative and at the same level. Job enlargenseathorizontal restructuring method
that aims at increase in the workforce flexibityd at the same time reducing monotony
that may creep up over a period of time. It is &sown as horizontal loading in that the
responsibilities increase at the same level andrexically. Many believe that since the
enlargement is horizontal in nature there is ngteat need for training. Contrary to this,
job enlargement requires appropriate training éaigon time and people management.
Task related training is not required much sineephrson is already aware of the same

or doing it for some time (Graham and Bennet,1998).

According to Sisson and Storey, (2000) howeverrgsing the job may appear in the
beginning, sooner or later people complain of boneénd monotony. Job enlargement if
planned carefully can help reduce boredom and ntakere satisfying and fulfilling for
the employees. There is an addition to the numbtastis an individual performs. There
is thus an increased scope of carrying out taskisate versatile and yet very similar in
certain aspects. Since the individual has alreasbBnlperforming the task in the past,
there is no great requirement for imparting of nekills. However people and time
management interventions may be required. Thehab gets more motivational for the
one performing it. The difference between job dmment and job enlargement is

essentially of quantity and quality. Whereas jolasgement means increasing the scope

15



of job quantitatively by adding up more tasks, glsichment means improvement in the

guality of job such that employees are more satiséind fulfilled.

Through job enrichment an employee finds satisbacind contentment in his job and
through job enlargement employee feels more respensand worthwhile in the

organization. Job enrichment entails the functi@fsplanning and organizing and

enlargement involves execution of the same. Bothptement each other, in that job
enrichment empowers and enlargement executes. dothment depends upon job
enlargement for success and the reverse in not Jake enrichment means a vertical
expansion in duties and responsibilities and sgatootrol whereas in job enlargement
the expansion is horizontal in nature. Job enriaitnieas been found to have greater
impact in terms of motivation when compared to pdargement. Since enrichment
gives employee greater insights in managerial fanstg and a better work profile, it is

looked upon as an indicator of growth and develagmehe same is not true in case of
job enlargement which is seen as an employer taxiiecrease the workload (Sisson and

Storey, 2000).

According to Graham and Bennet, (1998) job enlagggnmay also refer to increasing
the scope of a job through extending the rangetofab duties and responsibilities
generally within the same level and periphery. Thantradicts the principles of
specialization and the division of labor wherebyrkvig divided into small units, each of
which is performed repetitively by an individual sker and the responsibilities are
always clear. Some motivational theories suggedtttie boredom and alienation caused

by the division of labor can actually cause efigg to fall. Thus, job enlargement seeks
16



to motivate workers through reversing the procdsspecialization. A typical approach
might be to replace assembly lines with modularkyvorstead of an employee repeating
the same step on each product, they perform setasied on a single item. In order for
employees to be provided with Job Enlargement thilyneed to be retrained in new
fields which can prove to be a lengthy process. él@x results have shown that this
process can see its effects diminish after a pesfdiime, as even the enlarged job role
become the mundane, this in turn can lead to sinhéels of demotivation and job
dissatisfaction at the expense of increased trgin@vels and costs. The continual
enlargement of a job over time is also known ab §oeep,’ which can lead to an

unmanageable workload.

Retirement is the period in a person's life wheaytkerminate their employment. A
person may also semi-retire by reducing work hoMiany people choose to retire when
they are eligible for private or public pension egts, although some are forced to retire
when physical conditions no longer allow the persorwork anymore (by illness or
accident) or as a result of legislation concerniregr position. In most countries, the idea
of retirement is of recent origin, being introducdaring the late 19th and early 20th
centuries. Previously, low life expectancy and #iesence of pension arrangements
meant that most workers continued to work untiltde&ermany was the first country to
introduce retirement, in 1889. Nowadays most dged countries have systems to
provide pensions on retirement in old age, whicly lma sponsored by employers and/or
the state. In many poorer countries, support ferdhd is still mainly provided through

the family. Today, retirement with a pension is ©idered a right of the worker in many
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societies, and hard ideological, social, cultural golitical battles have been fought over
whether this is a right. In many western countti@s right is mentioned in national

constitutions (Torrington, 2005).

2.4 Employee Commitment

Employee commitment could be defined as ampleyees’ strong belief in and
acceptance of an organization’'s goals anduegal effort on behalf of the
organization to reach these goals and objestiand strong desire to maintain
membership in the organization (Hunt and Maorgal994). In other words,
employee commitment points to the attitudeseofployees concerning commitment
towards the organizations they work for (Mamati and Griffin, 1995; Northcraft
and Neale, 1990). According to Luthans, (19@2)ployee commitment is directly
related to the desire to maintain membershighe organization, the willingness of
employees to exert considerable effort on lbebf the organization and a strong

belief in and acceptance of an organizationalgand values.

The components of employee commitment appganm the model developed by
Meyer and Allen, (1991) by emphasizing thesyghological dimension of
organizational commitment include; affective cotment is the affective bond an
individual feels toward the organization, d&mwerized by identification and
involvement with the organization as well asjoyment in being a member of the
organization (Allen and Meyer, 1990; Meyerdadllen, 1997; Mowday, Porter,
and Steers, 1982). Of the three componeffective commitment has received the
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most research attention (Mathieu and Zajac, 198€yer et al., 2002); Continuance
Commitment is the extentto which a person sdedtay with the organization, due
to the costs of forgoing benefits associatedh van individual's investments in the
organization (Becker, 1980). These investmearts close relations of an employee
with fellow workers, pension benefits, sertigricareer and special competencies
gained by working in an organization for and time. Employees have the fear of
losing these investments in case of leaving tinganization; Normative Commitment
last introduced and least studied, is théerdxto which a person is obligated to
stay with the organization (Meyer and Allen1991; 1997). Normative
Commitment’s definition has changed since its imticgep (Allen, 2003). Normative
Commitment was originally based on Weinerk®82) work on the internalization
of norms about loyalty to organizations. Native Commitment later became an
obligation to stay with the organization, wath specific reference to social
pressures about loyalty (Meyest al., 1993). More recently, the obligation has
subtly changed, alluding to reciprocity forb&nefit (Meyeet al., 2002). Some of
the definitional changes have been reflected revisions to the normative
commitment (Meyer and Allen, 1991; Meyet al., 1993). Across these definitions,
the core nature of normative commitment is theplegee’s sense of obligation; here,
normative commitment is defined as the individudond with the organization due

to an obligation on the part of the individua

Public sector employees have a tendency ¢o tfaditionalist, and keep their

position in the organization. However, in ordermeet the changing needs and
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demands of public institutions in the globabrld, it is necessary to develop an
organizational climate and culture to satisfiye employees. So as to develop a
climate like this, it is important to increagob satisfaction and to put employee

commitment into practice connected with job satisten( Allen and Meyer, 1990).

2.5 Influence of Job Changes on Employee Commitment

Employees are very much affected by job changeds asiseeing others lose their jobs as
employment is assumed to hold the keys to not audgio-economic but also
psychological benefits (De Witte, 1999; Rieset al., 2007). Job insecurity has been
defined as an individual's expectations about cwity in a job situation (Davet al.,
1997); overall concern about the future existente¢he job (Rosenblatt and Ayalla,
1996); perception of potential threat to continuityone’s current job (Heanest al.,
1994); and powerlessness to maintain desired aaotytinn a threatened job situation
(Greenhalgh and Rosenblatt, 1984). According talehaet al., (1991), job insecurity is
in part influenced individual’'s perceptions andenpretations of the immediate work
environment. In contrast to actual job loss, joberurity is the perceived risk of the
nature and continued existence of one’s job duerttcipation of stressful event.
Employee commitment refers to the relative strengjttan individual's identification

with and involvement in an organization (Mowdztyal., 1982).

Employee commitment consists of three facets: aeance of the organization’s goals;
a willingness to work hard for the organization;dathe desire to stay with the

organization.
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While, Walsh and Taylor, (2002) stated that moseaechers agree that organizational
commitment reflects a multidimensional psycholobgattachment of an individual to the
organization. In this study, organizational comn@tih means that employees will be
willing to allow organization change to take platieis also expected that organizations
engaging in rapid changes in operations will attengbb insecurities in employees. Job
insecurity among today’s employees is not surpgisgiven the competition that
businesses endure and the intense pressures tm ngmofitable (Rieseét al.,2007). One

of the common means of reducing variable costsofganizations is through layoffs

(Nixon et al.,2004).

Besides individual variables like gender (Vaydff, 1980; Hulin and Smith 1987),
age (Lee and Wilbur, 1985), marital stataducation and personality (King et al.,
1982) wage (Borjas, 1979), promotion (Jamadl 8aba, 1991), working conditions
(Near et al., 1984), job and jobs’ characteristics (Robkbift991)also affect
organizational commitment (Blegen, 1993). According Meyer et al, (2002)
organizational commitment may be compared to jdisfeation. The main difference
between employee commitment and job satisfactien that while employee
commitment can be defined as the emotiorsdareses which an employee has
towards his organization; job satisfaction tige responses that an employee has
towards any job. It is considered that these wanables are highly interrelated. In
other words, while an employee has positigelings towards the organization, its
values and objectives, it possible for him ke unsatisfied with the job he has in

the organization.
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Dordevic, (2004), posited that organizations vatoenmitment among their employees
because it is assumed that committed employeegengdextra-role” behaviors, such as
being creativity or innovative. Employee commitmesdcurs in two major ways,
according to Lambert and Paoline, (2008); firsg dalculative commitment, that is, the
act of “being bonded to the organization becauseswiken costs”. An employee
‘calculates’ the gains and losses of working forgigen organization in terms of
economics, psycho-logical, or social liabilities damssets. The outcome of such
calculation then determines the level of commitmtenthe organization (Lambert et al.,
1999). Second, through attitudinal commitment, thishe type that is more frequently
measured (Mathieu and Zajac, 1990). It is seerstesssing the strength of an
individual’'s feelings toward the organization, Ittyao or/and cognitive desire to belong
to the organization (Steers, 1977). Studies hahewn that employee commitment
buffers the relationship between stress @ia dis- pleasure interpreted to be job
dissatisfaction (Begley and Czajka, 1993); givempleyees feeling of stability and
belongingness (Mowdayet al., 1982); and also protects employees from the aéver
effects of stress, such as caused by organizatimralship (layoffs), and thus enables
them to attach direction and meaning to their wigtkbasa, 1982). On the other hand,
Colman and Kilman, (1990) suggested the need toigaight into how employees view
change efforts so as to understand such emploebavior. This is because openness to
change may be influenced by dispositional emotiogtlbility and openness to

experience (Edwards, 2003).
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

This chapter covers the research design, populafistudy, data collection and methods

of data analysis.

3.2 Research Design

This study adopted a descriptive survey design., Yi'984) argues that the use of
descriptive survey in fact-finding is ideal becaus@rovides a great deal of accurate
information. The intention of survey research ig#bher data at a particular point in time

and to use it to describe existing conditions.

It was the preferred design for this study. Dedompstudy is undertaken in order to
ascertain and be able to describe the charactsrisfi the variables of interest in a
situation. A descriptive survey also allows a resleer to describe a unit in details in

context and holistically (Orodho, 2003).

3.3 Population of Study

All the 112 employees of Postal Corporation of Ke&njlomabay County were involved

in the study.

3.4 Data Collection

Primary data was collected using a semi structgresktionnaire the questionnaire was

administered using the drop and pick later methida questionnaire consisted of two

23



sections. Section | sought the demographic charsiits of the respondents while
section Il sought the relationship between job gesrand employee commitments to the

organization

3.5 Data Analysis

Data was analyzed using descriptive statistics asamean median and mode.
Such statistics were used after coding informatadoout specific characteristics or

attributes.
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CHAPTER FOUR: DATA ANALYSIS, PRESENTATION AND
INTERPRETATION

4.1 Introduction
This chapter discusses the research findings, mpiesan and interpretations. It also

contains the response rate.

4.2 Response Rate

The research targeted 112 respondents and 81 edtugnestionnaires representing
72.22% response rate. This rate is adequate arsisbemt with Gay (1981) argument that
where there is minimal discrepancy in charactesstetween the target groups and
actual number of respondents then a minimum of S5G%& response is considered

reliable.

4.3 Demographic Characteristics of the Respondents

A majority of the respondents were male represgnti8.1%, while the female
respondents were 26.9% as presented in Table: 4.1.

Table: 4.1 Distribution of Respondents by Gender

Gender Percentage
Female 26.9
Male 73.1

61.51% are married while 38.4% are single. Majorpo of the respondents are in the
age set of 20-30 years, they represent 57.6% akeipondents. Such group is still at the

early stage of career development and usually ctearaed by high ambition and
25



commitment to their first job. This is in agreemairith Meyer and Allen (1991) model
which outlines the components of employee camemnt by emphasizing the
psychological dimension of organizational commn@nt such as affective commitment
characterized by identification and involvemenith the organization as well as
enjoyment in being a member of the orgamzratlhe distribution of respondents by
age is illustrated in Table: 4.2.

Table: 4.2 Distribution of Respondents by Age

Age Set Percentage
20-30 57.6
31-40 231
41-50 7.6
51 and above 11.5

Source: Author 2014

Out of the total respondents, 50% have served férygars. This confirms that they
witnessed the various job changes in the Postapdtation. The other group, 34.6%
have served for less than 1 year and can be catedas new entrants who were hired
either to replace the victims of job changes esfigciretirees or those whole left

voluntarily. 61.5% of the respondents are employedpermanent and pensionable
basis.11.5% on temporary terms and 35% has beemnbatoson contractual terms. From
the findings 19.2% have ordinary level academiclification.26.91% have attained

Certificate level; 42.3% have diploma qualificasowhile 11.5% are Bachelor’'s degree
holders. None of the respondents indicated thay tmed Master's degree or PhD

gualifications as presented in Table: 4.3.
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Table: 4.3 Distribution of Respondents by AcademiQualifications

Quialifications Percentage
PhD 0
Masters 0
Bachelors 11.5
Diploma 42.3
Certificate 26.9
Ordinary Level 19.2

The finding established that the group or catedbay was most affected by job changes
were the unionisable staff posting a high mean.bi 4esponse rate in agreement. The
second category was the casual staff with a mesponse rate of 3.5. The middle

management was third most affected category wittean of 2.96 and the least affected

were the top management posting a mean respormesefraiel

4.4 Job Changes at Postal Corporation of Kenya Hontey County
All the respondents agreed that the Postal Corporéiad an employment policy. This is

in line with best practice in human resource mamege 80% of the respondents
indicated that job changes are continuous at PGstgdoration in Homabay County 15%.
Job changes at Postal Corporation in Homabay Coargtycontinuous exercises this is
because due to the 80% of the respondents whoaiedicso; 15% indicated that
deployment and job changes are mainly done onybadis. 60% of the respondents are

of the opinion that the job changes are mainly tugromotion on the job, while 30% of
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the respondents are not sure of the reasons fgothehanges; only 55 are of the view

that regular job changes is an administrative egerc

Majority of the responses (96%) of the responddotaot participate in assigning duty to
other employees. Only 4% are in a position to de this this category position to

influence and participate in the assigning of distyother employees. It is this category
that is responsible for the implementation of thepkyment policy of Postal

Corporation in Homabay County. The respondents kewdo not think that the duties

and responsibilities that are assigned are relesadhteffective, 92% are of such opinion;
this corresponds to Sisson and Storey, (2000) tamsehat however interesting the job
may appear in the beginning, sooner or later pecmbeplain of boredom and monotony
but the job change is well planned carefully calp meduce boredom and make it more
satisfying and fulfilling for the employees. Thesean addition to the number of tasks an

individual performs.

The findings indicated that 96.1% of the responsi&atve been involved in various forms
of job changes in Postal Corporation, Homabay Goud®.2% of the respondents agree
that the job changes may have been triggered bgvardble economic conditions
experienced by the organization, while 23% are maéwin the issue and 34.5% of the
respondents disagree. The respondents generalgeslihat the downsizing is exercise
may have been precipitated by economic factors;fthding confirms Lurie, (2004) and
Vehtraet al.,(2002) observation that job changes in organinatitave from time to time

been blamed on tough economic conditions, periodsamnomic slowdowns are
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characterized by reduction of the purchasing posfethe customers which ultimately

depress the revenues of a firm.

Management teams are therefore forced to engacgsimsaving activities and initiatives
which may call for cost savings; and given that Eyges costs are the biggest
controllable cost components of most organizatida@nsizing is the natural reaction
and result. This argument is further augmented Hy findings and responses on
reduction of labor costs as the possible causkeeojobb changes at the Postal Corporation,

Homabay; 49.9% agree while 15.3% are neutral areP@4lisagree.

The most commonly practiced job change is transfeservices within the departments
of a single branch, this accounted for 64.2% ofréspondents. This means job rotation
is the major form of job change this finding islime with Derrick, Laura and Stephen,
2007, assertion that Job rotation when well-planasda management approach is
beneficial both for employees and management arstlaPoorporation could be acting
according to Graham and Bennet (1998) who clairhatl there are different reasons a
company may choose to use job rotation such asgusin rotation as a learning
mechanism. As a learning mechanism, employees igen ghe opportunity to learn
necessary skills which can help them to advanchinvia company. This employment
opportunity also has the effect of boosting mowaid self-efficacy. The company may
benefit from using job rotation by having the alilio staff key positions within a
company. This practice may allow a company to rwrarefficiently, and as a result,
become more productive and profitable. Job rotatian also be used to alleviate the

physical and mental stresses endured by employées working the same position,
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year after year. By allowing employees to rotatetioer positions, the risk factors for
some types of musculoskeletal disorders may beceztllob Rotation is also believed to
have the ability to decrease the amount of boredmm monotonyexperienced by

employees who work the same position for extenaeb@s of time.

4.5 Relationship between Job Changes and Employe®@mitment

The findings on the issue of whether the job charegghance performance of employees
and their commitment to work and or organizatioti¢ated that the respondents did not
know whether the organization [Postal Corporatidomabay County] had achieved its
intended objectives when carrying out job changéss could be an indication that the
employees are not involved in decision making e@ythre not told the desired changes
and purpose and the desired target objectiveseltim@oyees view themselves as mere

victims of an administrative process.

The findings and responses on job changes and troseployee commitment were put
on coefficient correlation test using the standdadiation in order to create and establish
an operationalized relationship. The correlationween job changes and employee
commitment was p 0.05. (r =0.81, p 0.05) indicatimgt treating employees as important
and encouraging them to develop creative methogisbadctivities and commitment is an
important determinant of performance. This confilhgodym and Simonetti’s, (1994)
argument that if employees are more involved, tdlybe more contented, motivated
and committed to the goals and values of the orgdéion, thereby making them more

productive.
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CHAPTER FIVE: SUMMARY, CONCLUSION AND
RECOMMENTATIONS

5.1 Introduction

This chapter presented the summary of data fingdiegsclusion drawn from the findings
highlighted and recommendation made there-to. Tdmelasions and recommendations
have been made in quest of addressing the resgaggiion or achieving the research
objective which is to establish the relationshigween job changes and employee

commitment among employees at Postal Corporatidgeaiya, Homa Bay County.

5.2 Summary

The response rate was good, at 72.22%. There siive relationship between job
changes and employ at the postal corporation ofy&étomabay County. The practice of
job changes at Postal Corporation Kenya, Homabauyntyomay have had good
intentions for the organization, but It is eviddram the findings that the anticipated
organizational gains did not factor in the feelireged attitudes of the employees who
were to implement the plans. These findings havditned assertions by Cascio (1993)
that because of the failure to consistently prowiue anticipated benefits, job changes

can have negative consequences.

5.3 Conclusion

There are regular job changes at the postal cdiporaf Kenya Homabay County. From
this study there is a positive relationship betwgdnchanges and employ commitment.

The attributions formed by the employees and sorgihowever needed to be managed

31



and directed to positivity, because they influerlceir willingness to stay with the

organization and commitment to work. Organizatiomsy also preserve at least some
trust between managers and employees by increabmgamount and frequency of
communication with employees before, during andrattte job changes exercise. This

may create win-win-win situation for the employe®sl organization.

5.4 Recommendations

The Postal Corporation of Kenya, Homabay County ukhoenhance existing

communication channels and open new ones with grepin order to give them a
sense of ownership in effecting various job changée organization should also carry
out surveys to evaluate employee job satisfacttospgaropriate intervals. The aims and
objectives of Job changes should be shared withoy@gs in order to enhance their
involvement and corporation. Both compensation astttement policies need to be
reviewed in line with acceptable standards coneaesti Attention should focus on
creativity as a way of boosting employee moralee Hibove are in agreement with
Nykodym and Simonetti, (1994) who argued that ifjpagees are more involved, they
will be more contented, motivated and committedthe goals and values of the

organization, thereby making them more productive.

5.5 Limitations of the Study

The findings in this study are respondent dependedtmay not be the actual position of

the management.
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The study was based on Homabay County and othiemegray have different scenarios

within the umbrella organization.

5.6 Suggestions for further Study

Similar studies need to be done on other orgaoiaati

Other research designs such as longitudinal rdseaay be used to undertake the study

so as to compare the findings

More researches on related areas such as jobastitsf, performance, turnover and

absenteeism should be done by researchers witathe respondents.
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APPENDICES

APPENDIX I: LETTER OF INTRODUCTION

University of Nairobi,

School of Business,

Department of Business Administration,
P.O Box 30197- 00100

NAIROBI.

Date: .......coeoviiiiin,

Dear Respondent,

RE: REQUEST FOR RESEARCH DATA
| am a Masters of Business Administration Studentthe University of Nairobi,

specializing in Human Resource Management. As piaithe degree, am required to
conduct a research study on th®OB CHANGES AND EMPLOYEE
COMMITMENT IN POSTAL CORPORATION, HOMABAY COUNTY”.

You have been chosen to participate in the studyl awill greatly appreciate your input
in responding to all the items in the attached toesaire. This study is purely for
academic purpose and be rest assured that yownssghall be kept anonymous with

utmost confidentiality. Thank you in advance.

Yours Sincerely

Kennedy, Okwanyo
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Appendix Il: QUESTIONNAIRE

PART 1: Demographic Data

(Please respond by ticking as may be appropriagedan the spaces where applicable)

Gender Male [ ]
Age 20-30 [ ]
41-50 [ ]

Length of Service
Lessthanayear |
6-10years [ ]

Highest level of Education
Certificate []
First Degree []

PhD [ ]
Marital Status
Single [ ]
Divorced []

Employment Status

Permanent and Peraditm

Contract

Casual

Department of Work
Administration  []

Service [ ]

]

40

Female [ ]

31-40 [ ]
above50 [ ]

1-5 years [ ]

more than 11lyeprs|]

Diploma []

Master's Degree [ ]

Married [ ]
Others Specify .....ccccevvviiiinnnn.

Marketing [ ]



Part Il: Influence of Job Changes on Employee Comntiment
Rate the following statements to the extent to Whjou agree or disagree with each by

ticking the appropriate column

1 2 3 4 S
Neither
Strongl Agree Strongl
Statement _ 9y Disagree o Agree &
Disagree Nor Agree
Disagree

The way in which the organization
implements job changes is fair and improves
my commitments to work for Postal
Corporation of Kenya

Employees are regularly consulted hence

improving commitment to the firm

| would renew my contract with the firm du

D

to planned job changes

| feel a lot need to change in my work

content

Employees are subjected to job rotation and

this improves their understanding of the firm

Compensation is equitable to job changes jin

the organization

Interdepartmental transfers are effected to
improve employee performance and therefore
loyalty to the firm

Employees are retired from work in an
honourable manner and this gives a sense of
justice to surviving staff
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Job changes are made in consultation with
team members hence a feeling of

participation by all

Job changes are done with the aim of

reducing labour cost.

Employee capability is improved job chang

Employees are given a chance to appeal

against unfavourable job changes

Unfavourable economic conditions call for
organizational restructuring for mutual

benefit

Employee creativity is enhanced through

planned job changes
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APPENDIX 1ll:  LIST OF OUTREACH BRANCHES OF POSTAL
CORPORATION OF KENYA, HOMABAY COUNTY BRANCH

= ASUMBI

= HOMABAY

= RODI

= MBITA

= MFANGANO
= SINDO

= RANGWE

= KENDU BAY
= KARUNGU

= NYANDIWA
= MAWEGO

= KADIENGE
= NDHIWA

= NYANGWESO
= OGONGO

= MAGUNGA
= KAJWANG

= MIROGI
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