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Abstract

Organizational commitment is one of the critical problems faced by the organizations, today. The
outcomes related to commitment i.e. turnover and absenteeism can be resolved through enriched jobs.
However, there is limited knowledge availability both from practical and academic aspects regarding
the effect of job characteristics on organizational commitment, and keeping this perspective in mind
this study examined the effect of job characteristics on organizational commitment in Nepali IT
companies along with the moderating effect of growth need strength. Altogether 167 responses were
collected from employees using survey questionnaire. Regression analysis and multiple moderated
regression analysis were carried out to examine the hypothesized relationship. The results indicated
that job characteristics had a significant positive effect on organizational commitment and among the
five dimensions of job characteristic only skill variable had a non-significant effect on organizational
commitment. However, the moderating effect of growth needs strength on job characteristics and
organizational commitment relationship could not be established. Research implications along with the
limitations of this study are discussed.

Keywords: Job characteristics, task identity, organizational commitment, skill identity, growth need
strength, information technology

Introduction

Organizational commitment as employees' behavioral concept has gained popularity and several
researches have been conducted in the field in recent years. Committed employees are major assets and
vital source for organizations to gain competitive advantage. Keeping this perspective in mind many
academicians and practitioners in a wide variety of work settings have tried to identify its positive
effect on job performance, organizational effectiveness and to reduce tardiness, absenteeism and
turnover (Steinhaus & Perry, 1996; Sharma, 1997). There are sufficient empirical evidences that
demonstrate the importance of having committed workforce such as they have a strong acceptance for
organizational values stay with the organization (Nguyen, Mai & Nguyen 2014) and exhibit higher
levels of performance and productivity (Steinhaus & Perry, 1996). However there are evidences that
highlight invariance in the structure of organizational commitment due to cultural differences
(Stinglhamber & Vandenberghe, 2003). For example according to Hofstede’s (1980) cultural
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dimensions commitment is likely to be higher in more individualistic and less authoritarian countries
(low power distance), whereas if we look at the cultural dimensions of Nepal, it is more collectivist in
nature and with higher power distance (Gautam, Dick, Wagner, Upadhyay & Devis, 2005) hence this
highlights the need to examine organizational commitment from a localized perspective.

Many researchers have identified the factors affecting organizational commitment (e.g. Mathieu &
Zajac, 1990; Hag, Jindong, Hussain & Anjum, 2014) and job characteristics are one of them (Steers &
Spencer, 1977). Organizational commitment can be increased by improving the dimensions of job
characteristics such as skill variety, task identity, task significance, autonomy and feedback (e.g.,
Agarwal & Ramaswami, 1993; Steers, 1977). Studies have shown that employees rating their jobs
higher with respect to the core characteristics of the job are more committed towards their organization
and satisfied with their respective jobs (e.g., Herman, 1988; Loher, Noe, Moeller & Fitzgerald, 1985;
Konya, Matic & Pavlovic, 2016; Hackman & Lawler, 1971). If we look into the Nepali organizational
context, there are discrepancies between the actual job description and the tasks assigned to the
employees further resulting into less commitment and high turnover ratio of employees (Merojob,
2016). Hence this highlights the need to focus on job characteristic dimensions in advance so that a
match can be created between the actual job requirement and the needs of employees to fill in the gap
and enhance their commitment level. Though many research studies have supported the job
characteristics model, there are few evidences that show lack of consensus regarding the core job
dimensions and the moderating variables (Djastuti, 2010; Taghavi & Gholami, 2015; Sadono, 2016;
Sisodia& Das, 2013; Morgeson, Garza & Campion, 2012; Tiegs, Tetrick& Fried, 1992) and the
mediating variables also have received limited support except for experienced meaningfulness
(Humphrey, Nahrgang & Morgeson, 2007).

Due to globalization and technological advancement there has been changes in the way jobs are
designed, further resulting into creation of new jobs in the service and knowledge sectors (Elsback &
Hargadon, 2006; Parker, Wall & Cordery, 2001; Rousseau & Fried, 2001). These changes in the jobs
demand more autonomy given to the employees to design their own jobs; extend their role and bring
changes in the tasks they perform (Wrzesniewski & Dutton, 2001; Parker, Wall & Jackson, 1997; Staw
& Boettger, 1990). Job designing is one of the core functions of human resource management, as it
helps in satisfying the social and psychological requirement of the employees and meets the personal
and organizational goals (Hackman & Oldham, 1974). The most established job design theory is the
job characteristics model proposed by Hackman and Oldham (1976). According to the job
characteristics model three psychological states (experienced meaningfulness of the work, experienced
responsibility for work outcomes, and knowledge of actual work outcomes) must be present to achieve
positive and personal work outcomes (Hackman & Oldham, 1976). Job characteristics such as skill
variety, task significance, task identity, autonomy and feedback increase the commitment of employees
(Hackman & Lawler, 1971). However the critiques of JCM highlight the importance of physical
context of the job while examining the effect of job characteristics on motivation, commitment and
satisfaction of employees (Nicholson, 2010).

Hence looking at the important role of job characteristics and organizational commitment, if we
look into Nepali organizational context only few researchers have examined the relationship between
job characteristics and organizational commitment (Shrestha, 2010; Gautam, Dick & Wagner, 2001)
and the rise in the number of knowledge workers create the need to examine the effect of job
characteristics on organizational commitment of IT employees and the role of growth need strength.
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Literature Review and Research Hypotheses
Organizational Commitment

Organizational commitment is one of the most researched topics in industrial and organizational
psychology (Cohen, 2003). Organizational commitment has also been found to influence the behavior
of employees, and employees with high commitment level are found to be more disciplined and don’t
leave the organization (DeConinck & Bachmann, 2005). Hence, it is important for managers to focus
on increasing the commitment level of employees. The side-bet approach explained the relationship
between the employee and organization that is based on the ‘contract’ of economic gains (Ghosh &
Swamy, 2014). In the middle-era there was a shift from the side-bet approach towards a psychological
connection with the organization (Mowday, Steers, & Porter, 1979). The third-era was of
multidimensional approach proposed by Meyer and Allen (1991) and conceptualized organizational
commitment in three dimensions: affective, continuance and normative. It still remains a leading
approach to measure organizational commitment (Ghosh & Swamy, 2014).

Organizational commitment helps the employees to identify his/her goals with that of the
organization and motivates the employees to remain with the organization (Mosadeghrad, Ferlie &
Rosenberg, 2008). The term organizational commitment was first introduced by Mowday, Steers and
Porter (1979) in management and organizational behavior sciences. Meyer and Herscovitch (2001)
presented the tri-component model consisting of affective component describing the emotional
dependence of employees and positive attitude towards their organization; continuous commitment
describing the esteem of employees to stay with the organization and normative commitment
describing the employee’s necessity to stay with the organization. Based on the theoretical
assumptions, the tri-component model of organizational commitment was found most suitable as it
offers a deep understanding of the individual’s psychology and its interaction with the organization
(Ghosh & Swamy, 2014).

Job Characteristics

Job characteristics theory also known as the work design theory provides a set of principles that help in
enriching the jobs in the organization (Hackman & Oldham, 1975). Job characteristics model was first
developed by Hackman and Lawler (1971) based on behavioral approach and expectancy theory
(Guise, 1988). They identified four core job characteristics i.e. variety, autonomy, task identity and
feedback in their model but their study results were not statistically significant in predicting the effect
of core job characteristics on decreasing absenteeism and turnover. Later Hackman and Oldham (1975)
revised the original job characteristics model and included another core characteristics and
intermediating variables that were important (Guise, 1988). The job characteristics theory of Hackman
and Oldham (1974) measures the objective characteristics of a task resulting into higher job
satisfaction, internal work motivation and improved performance. Their theory suggested that
individual employees might respond in a different manner to the same job.

The job characteristics model was formulated to identify the motivational properties of jobs prior to
job design and also acknowledges and measures the growth need strength of employees (Hackman
&Oldham, 1974). Hackman and Oldham (1976) explained the five job characteristics that lead to the
desired psychological states and the presence or absence of these characteristics have an effect on the
motivation and job satisfaction of employees. The five core job characteristics are described below:
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1. Skill variety: It is the degree to which variety of different activities are required to perform a
particular job. This involves use of variety of skills of the individuals in their job.

2. Task identity: This refers to the degree to which a job requires completion of the “whole” and
identifiable piece of work. In other words, completing a job from beginning to end with
visible outcomes.

3. Task significance: This refers to the degree to which the job has a substantial effect on the
lives or work of other people whether those people are from within or outside the
organization.

4. Autonomy: It is the degree to which there is freedom, independence and discretion to
individual in scheduling their work and in determining the ways to perform it.

5. Feedback: It is the degree to which the job results in the individual obtaining clear
information about their performances (Hackman & Oldham, 1974).

Hackman and Oldham (1974) further explained that by bringing changes in these five core job
characteristics the job can be redesigned so that the job becomes more meaningful and rewarding to the
employees. Pinder (1984) also further supported this and confirmed that job enrichment doesn’t
motivate all individuals as some individuals prefer job security, working conditions and pay increment
as important factor and their preferences may change with time. However, besides lack of consensus
the job characteristics model has been widely used by many researchers in their study (e.g., Guise,
1988; Lawrence, 2001; Lunenburg, 2011; Herman, 1988). The meta-analysis of job characteristics
model highlighted that changes in the work and differences across the industries influence the impact
the job characteristics and outcomes relationship (Humphrey, Nahrgang& Morgeson, 2007). Hence
future research should focus on examining the relationship by keeping the type of work and industries
in mind.

Job Characteristics and Organizational Commitment

Many research studies have identified the factors that influence employee’s commitment; and job
designing has been found to highly influence the behavior and attitudes of employees (Sadler-Smith,
El-Kot & Leat, 2003). Job characteristics have been found to positively influence the level of job
satisfaction and commitment of employees (e.g., Choudhary, Kumar & Philip, 2015; Konya, Matic &
Pavlovic, 2016; Banks, 2006; Faraji, Ramazani, Hedaiati, Aliabadi, Elhamirad & Valiee, 2015;
Ahmad, 2017; Ozturk, Hancer & Im, 2014)). However Obi-Nwosu, Chiamaka and Tochukwu(2013)
found only two variables i.e. dealing with others and task identity partially predicted organizational
commitment positively whereas the other five dimensions i.e. skill variety, task significance,
autonomy, feedback from the job and feedback were not found significant. Skill variety also positively
influences organizational commitment and job satisfaction of employees (Djastuti, 2010; Taghavi &
Gholami, 2015; Sadono, 2016; Umukoro & Egwakhe, 2019; Ali, Said, Yunus, Kader, Latif & Munap,
2014, Obi-Nwosu et al., 2013; Thirunavukarasu & Sritharan, 2016; Malik & Narang, 2015).

Task identity is one of the ways in which the employee’s motivational level can be enhanced and
found to satisfy employees; increase commitment level; experience less stress; enhances organization
learning (Choge, Chepkiyeng & Chelimo; Ali et al., 2014; Umukoro & Egwakhe, 2019; Lunenburg,
2011; Khayat & Gheitani, 2015; Pee, 2011; Nyabundi & Kagiri, 2016). The positive effect of task
significance on organizational commitment; job performance; quality of work life, job satisfaction has
been identified (Sadono, 2016; Allan, Duffy & Collisson, 2016; Hassan & Samah n.d.; Ali et al., 2014;
Umukoro & Egwakhe, 2019). Another job characteristic dimension autonomy increases job
satisfaction of employees, increases employee commitment; vitality of employees (Shrestha, 2010; Ali
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et al., 2014, Sadono, 2016; Sisodia& Das, 2013; Naqvi, Ishtiag, Kanwal & Ali, 2013; Taghavi &
Gholami, 2015; Lin & Ping, 2016; Ozturk et al., 2014; Tummers, Steijan, Nevicka & Heerema, 2018;
Umukoro & Egwakhe, 2019). The feedback dimension is important for the employees to continuously
improve their job performance and many studies have identified the positive effect of feedback on
organizational commitment; (Ozturk et al., 2014; Farazi et al., 2015; Umukoro & Egwakhe, 2019;
Amakiri & Luke, 2016; Volmer, Spurk & Niessen, 2012). Hence based on the above evidences this
study proposes the following hypotheses:

H1a: Job characteristics positively affects organizational commitment.
H1b: Skill variety positively affects organizational commitment.

H1c: Task identity positively affects organizational commitment.
H1d: Task significance positively affects organizational commitment.
H1e: Autonomy positively affects organizational commitment.

H1f: Feedback positively affects organizational commitment.

The Moderating Effect of Growth Need Strength

Growth need strength can be defined as the strength of an individual’s need for personal
accomplishment, learning and development and has been identified as an important moderator on the
relationship between core job characteristics and psychological states and also on the relationship
between psychological states and outcomes (Hackman & Oldham, 1974). Growth need strength is an
important element that has a moderating effect on job enrichment as compared to other psychological
or sociological factors (Pinder, 1984)). Hackman and Oldham (1975) also found that individuals who
strongly valued growth and desired for personal accomplishment positively responded towards the job
that were high on these characteristics. Whereas individuals low in their personal growth need did not
value and recognize the opportunities available in the job. Also according to the job characteristics
theory the “need” state of the employee affects the relationship between task characteristics and the
employee’s reaction towards their job (Hackman & Lawler, 1971).

Growth need strength has been examined as moderator by many researchers, but many researchers
have only examined the relationship between the core job characteristics and outcomes eliminating the
critical role of the psychological state (Guise, 1988). Results varied from strongly supportive to
moderately supportive. For example, Shanthakumary (1998) found that when the growth need strength
of the employees was high there was a strong positive relationship between job characteristics and job
satisfaction and few research studies were inline with this results (e.g., Graen, Scandura &Graen, 1986;
Guise, 1988; Loher & Noe, 1985). However Tiegs et al. (1992) conducted their study to examine the
moderating role of growth need strength and context satisfaction and found that both the moderators
did not have any influence on job characteristics and job satisfaction and the results were similar in
few studies (e.g., Jelstad, 2005; Tiegs et al., 1992; Schuler, 1977; Pokorney, Gilmore & Beehr, 1980)
and yielded mixed results. Hence on the basis of the above evidences it is hypothesized that:

H2: Growth need strength of employees moderates the relationship between job characteristics and
organizational commitment of employees.
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Figure 1. Theoretical Framework

Methods
Research Design

This study followed a deductive approachand was cross-sectional in nature.Self- administered
questionnaire was used to collect the data from the employees working in IT organizations and the unit
of analysis was individual. The population of this study included the IT employees working at the
middle level and higher level in the organizations. The IT organizations included Internet Service
Providers and IT consulting firms operating in three districts of Nepal i.e. Kathmandu, Lalitpur and
Bhaktapur and the data on the number of IT organizations was obtained from
(http://digitalample.com/it.companies.in.nepal.software.companies.in.nepal). The samples were
selected using a simple random sampling technique and all the elements of the population were
considered and the samples had an equal chance of getting selected.

Measures and development o the questionnaire

Previously developed scales were used to measure job characteristics, organizational commitment and
growth need strength in this study using a 7-Point Likert scale ranging from strongly disagree to
strongly agree. In this study organizational commitment was measured using a 9 — item shortened
version of organizational commitment questionnaire (OCQ) developed by Mowday, Steers and Porter
(1982) and the Cronbach's alpha value ranged between 0.74 to 0.92 (Vandenberg & Lance, 1992).
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Many researchers have previously used this to scale in their studies (e.g., Cohen, 1996; Thompson &
Werner, 1997) further confirming its reliability and validity.

Job Characteristics

To measure job characteristics a 10-item scale developed by Idaszak and Drasgow (1987) based on the
job diagnostic model developed by Oldham and Hackman (1984) was used in this study. The reliability
for each factor ranged from 0.77 to 0.79 (Choudhary, Kumar & Philip, 2015). The reason for using this
scale was that this scale provided measurement equivalence, and was positively coded which was
missing in the original job diagnostic survey (ldaszak, Bottom & Drasgow, 1988). Also comparing the
reverse coded questions with the positive coded one had less variance (Harvey, Billings & Nilan,
1985) further confirming the reliability of the scale developed by Idaszak and Drasgow (1987).

Growth Need Strength

Growth need strength was measured using a 6 - item scale developed by Hackman and Oldham (1975)
with the cronbach alpha value between 0.83 to 0.89. This scale has been widely used in studies related
to job characteristics and various outcomes (Guise, 1988, Aloysius, 2011).

The questionnaire comprised of five demographic variables and the remaining 25 items were
related to job characteristics, organizational commitment and growth need strength used in this study.
Regarding the total sample size estimation as per the rule of thumb the ratio of statement to the
respondents should not be less than 1: 5 (Hair, Black, Babin & Anderson, 2010). In this research
survey instrument there were 3 latent variables (i.e. job characteristics, organizational commitment and
growth need strength) and as per the rule of thumb depending on the items the minimum sample
requirement was found to be 125, So based on this altogether 200 questionnaire samples were
distributed out of which the total responses obtained were 167 (83.5%) which was considered good for
the generalization of the result. Before administrating the questionnaire to the target samples pilot test
was conducted with ten prospective candidates to check the clarity of the items used in the
questionnaire.

Data Processing and Analysis

Reliability analysis and descriptive analysis

The Cronbach's alpha value was computed to measure internal consistency among the items of each
section of the instrument and is presented in Table 1. Analysis of the socio-demographic variables i.e.
gender, age, education level, tenure in the organization and marital status obtained from the
questionnaire was carried out. Out of the total 200 sets of questionnaire distributed yielded 167
(83.5%) responses. The response distribution comprised of male (59.3%) and female (40.7%). Most of
the respondents (69.5%) belonged to the age group between 25-35 years and around (58.7%)
respondents completed their bachelor’s degree. Marital status of the respondents comprised of
unmarried (51.5%) and (52.7%) employees were working in this organization for more than two years.
The descriptive analysis of the variables under study indicated the overall mean scores of all the items
and out of which the mean score of task significance was the highest i.e. 5.44 (S.D = 1.12) as
compared to other items indicating the preference of task significance was high among the employees
and is described in Table 1 given.
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Results

Table 1 provides the detailed information regarding the descriptive statistics and intercorrelations of
the study variables along with their Cronbach alpha values. The correlation matrix indicates that there
was a significant positive correlation (p<0.01) between organizational commitment and job
characteristics variables (task identity, task significance, autonomy and feedback) except for skill
variety in this study. The results indicated that the relationships between the variables were in the
intended direction. Further regression analysis was conducted to test the relationship between job
characteristics and organizational commitment with the interaction effect of the moderating variable.

Table 1

Means, Standard deviations and inter-correlations of the variables studied

Mean SD  Cronbach 1 2 3 4 5 6 7
Value
1 Skill Variety 472 122 0.60
2 Taskldentity 481 130 0.78 20%*
3 Task 544 112 0.63 .09 A3**
Significance
4 Autonomy 491 141 0.78 33**F 43%*F 34**
5 Feedback 508 1.16 0.62 20%*  50**  39**  56**
6 Job 499 0.87 0.88 B53*F* 74**+ 63* J9** 76%*
Characteristics
7 Organizational 5.38 0.95 0.87 14 B1**F 31 ABF* 43F*F 49**
Commitment
8 GrowthNeed 5.16 1.27 0.90 20** 09 22%*  16* 10* A3** .05
Strength

Notes: * p <.05; ** p< 0.01
Regression Analysis

Linear regression analysis examined the proposed hypotheses regarding the effect of job characteristics
on organizational commitment and is explained in Table 2 below:
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Table 2

Linear Regression for Examining the Relationships between Job Characteristics and Organizational
Commitment

Predictors Standardized Beta Coefficient
Job Characteristics 490**

R? .240

F 52.026

Organizational Commitment-Dependent Variable
Notes: *p<0.10, p** <0.05, p***<0.01

Table 3
Linear Regression for Examining the Relationships between Different Dimensions of Job
Characteristics and Organizational Commitment

Predictors Standardized Beta Coefficient
Skill Variety 142

Task Identity .316**

Task significance 315**

Autonomy A483**

Feedback 435**

R? .286

F 12.875

Organizational Commitment-Dependent Variable
Notes: *p<0.10, p** <0.05, p***<0.01

The results from the Table 2 indicate that the regression model for job characteristics and
organizational commitment was significant (F = 52.026, p = 0.05). The results also indicate that the
job characteristics explained the variances in organizational commitment by 24%. This supported
hypothesis 1a in this study. The regression on the five dimensions of job characteristics of
organizational commitment results in four dimensions being significant (F = 12.875, p = 0.05) except
for skill variety. However, the five dimensions of job characteristics explained the variances in
organizational commitment of employees by 28% that further justified the significance of the model.
Skill variety showed non-significant beta coefficient but positive effect on organizational commitment,
rejecting hypotheses 1(b). The direction and significance at the 5% level of significance supported the
hypotheses 1(c). Both the direction and task significance was significant at the 5% level of significance
and supported the hypotheses 1(d). Autonomy and feedback were also found to have a significant
positive effect on organizational commitment, supporting hypotheses 1e and 1f.

To test the moderating effect of growth need strength (GNS) on the relationship between job
characteristics and organizational commitment the interaction term of independent variable (job
characteristics) with moderator (growth need strength) was introduced in the regression model 2 (see
Table 4). The results indicated that there was no moderating effect of growth needs strength on the
relationship between job characteristics and organizational commitment as the coefficient oninteraction
effect was found insignificant in predicting organizational commitment. According to Aguinis (1995)
the presence of moderating effect can be confirmed on the basis of F- statistics significance and the

Journal of Business and Management Research, January 2020, Vol.3, No. 1



48 T.Saud

significance of beta coefficients of the interaction terms in the regression model. So on the basis of the
F value (17.34, p<.05) the MMR model was found significant but the beta coefficient value was found
insignificant, rejecting hypothesis 2. The results of the MMR is discussed in the Table 4 given below:

Table 4

MMR to Examine the Moderating Effect of Growth Need Strength on Job Characteristics and
Organizational Commitment Relationship

Model Unstandardized Standardized p- F Sig
Coefficients Coefficients  value
B Std. Beta
Error
(Constant) 2.679 407 .000 25.886 0.000
1 JC .530 079  .485 .000
GNS .012 .054 .016 .828
(Constant) 3.672 1.554 019 17.344 0.000
2 JC .315 334  .288 .346
GNS =171 281 -.228 544
JC* GNS .039 059  .361 .509

Note. JC, Job Characteristics; GNS, Growth Need Strength; JC * GNS (Interaction Term) and
Dependent Variable: Organizational Commitment.

Discussion

The empirical evidences highlighted the important role of job characteristics in bringing positive
changes in the level of employee’s commitment, job satisfaction, intention to quit improve
performances (Obi —Nwosu et al., 2013; Ozturk et al., 2014; Banks, 2006; Steers, 1977; Lawrence,
2001; Lunenburg, 2011) and this study supported the positive effect of job characteristics on
organizational commitment and was inline with the previous studies (e.g., Konya et. al., 2016;
Herman, 1988; Steers & Spencer, 1977; Faraji et al., 2015). This study confirmed that task identity had
a significant positive effect on organizational commitment and supported the findings of previous
studies (e.g., Obi-Nwosu et al., 2013; Steers, 1977) indicating that the jobs in this study were designed
in a manner that the knowledge employees were able to complete multiple tasks with less time and
independently. As suggested by Oldham & Hackman (1975), when employees are given a job to
complete on their own from starting to the end (task identity) the outcome increases the commitment of
employees. Task significance was also found to have a positive effect on organizational commitment
in this study (Sadono, 2016; Allan, Duffy & Collisson, 2016; Hassan & Samah, n.d., Ali et al., 2014;
Umukoro & Egwakhe, 2019) indicating that the jobs that were studied were designed to increase
significance of task to impact other people associated with the job (both inside & outside) and increase
the social interaction among the members. Task significance is more important for knowledge workers
as they demand more social interactions and work dependency (Grant, 2008; Morgeson & Campion,
2003) and have positive effect on commitment and job performance (Allan, Autin & Duffy, 2014;
Nzewie Chiekezie, Ekene, Raphael & Ebuka, 2017; Lynton & Pareek, 2000; Khayat & Gheitani,
2015).

Employee engagement and performance is high when employees are given more freedom to
complete their job and also increases their level of responsibility, however too much autonomy can
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backfire on the level of commitment (Magaji, 2015; Kariuki & Makori, 2015). Albeit this study results
confirmed that by giving autonomy to employees the commitment level could be increased. The
positive findings of this study to some extent were helpful in understanding the importance of
autonomy and its positive effect on organizational commitment and were inline with the job
characteristics model (Hackman & Oldham, 1975). Another important dimension i.e. feedback
explains the positive effect of receiving continuous information regarding the job being done to bring
effectiveness (Hackman & Oldham, 1975), as the absence of feedback mechanism makes the
employees dissatisfied and they view the organization as unfair and ineffective (Mone & London,
2010). The study results confirmed the positive effect of feedback on organizational commitment
affirming that the job feedback gave the employees the knowledge regarding the work activities and
they used the information to bring effectiveness in their work. The study results were in line with the
previously conducted studies (Lunenberg, 2013; Konya, Matic& Pavlovic, 2016; Farazi et al., 2015).

However skill variety was found insignificant in this study in contrast to the job characteristic
model proposed by Hackman and Oldham (1974). The results of some studies have suggested the
insignificant relationship of skill variety with organizational commitment (Faraji et al., 2015; Naqvi et
al., 2013, Lawrence, 2001) due to the low growth need strength of employees. As it has been found
that employees with low growth need strength might perceive the job opportunity as an extra
obligation and burden and feel that the jobs with skill variety are beyond their competencies resulting
in less commitment (Sadono, 2016). The insignificant results related to skill variety in this study can be
linked with growth need strength of employees that was found low. However according to Hackman
and Oldham (1974) job characteristics model a job with high motivating potential should possess at
least one of the three job dimensions (skill variety, task identity and task significance) to enhance the
psychological state that influences the employees’ feelings of meaningfulness towards their jobs. So
even though skill variety was not found significant in this study it didn’t reduce the meaningfulness of
the work.

Besides the job characteristics dimensions the moderating effect of growth need strength was
examined and the results indicated that the growth need strength of the employees was low and didn’t
moderate the job characteristics and organizational commitment relationship in Nepali organizational
context. In order to establish the moderating effect of growth need strength it needs to be examined in
light of the growth opportunities that the employees are given in their job using a growth need and
growth opportunity modeland the growth opportunity cannot be captured using a cross-sectional
approach (Graen et al., 1986; Ferris &Gilmore, 1985) hence this can be the reason behind not being
able to establish the moderating effect of growth need strength. However the insignificant moderating
effect was in line with few previously conducted studies (Pinder, 1984; Aloysius, 2011; Jelstad, 2005;
Tiegs et al., 1992; Schuler, 1977; Pokorney, Gilmore & Beehr, 1980). Though low growth need
strength was found in this study it had a positive effect on the commitment level of employees, as it
has been found that employees with low growth need strength can respond positively and favorably
towards job scope and work outocmes (Mowday, Porter & Steers, 1982). Thus the results were in the
intended direction,however future research work needs to be conducted by including the psychological
factors and other moderating variables as identified by Hackman and Oldham (1975) to increase the
utility of the job characteristics model.
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Practical Implications

In this study the core job characteristic dimensions i.e. task identity, task significance, autonomy and
feedback were found to have a positive effect on commitment of employees. The practitioners can
bring changes in the job by combining multiple tasks to produce a whole task to achieve positive work
outcomes, as the changes in the technology demand increase in task identity (Cappelli, Bassi, katz,
Knoke, Osterman & Useem, 1997). Looking at the positive effect of task significance on
organizational commitment the practitioners can focus on creating jobs with high task significance, as
the changes in the work nature demand more interdependencies among the members both within and
outside the organization and by giving employees more authority and responsibility across
organizational levels can positively influence the perceptions of employees (Hackman & Oldham,
1975). By increasing the level of autonomy in the jobs, the employees’ commitment level can be
increased, as this empowers the employees to develop new skills and they are ready to take
responsibilities (Tim & Bakker, 2010) and the study results further confirm this proposition. Looking
at the positive effect of feedback on organizational commitment the practitioners should focus on
providing timely feedback to employees so that the employees can improvise their work on a
continuous basis; improve productivity; perform better; achieve goals on time; reduce stress (Hutchins,
2019; Abo-Alhol, Ismail, Sapuan and Hamdan, 2006; Latham & Locke, 2002; Ashford & Black, 1996;
Parker & Wall, 1998; Parker, 2003). Thus in practical terms jobs can be enriched by bringing changes
in the characteristics of the jobs further enhancing the level of motivation and commitment of
employees.

Limitations and Future Research Implications

This study has positively contributed to the literature of job characteristics but have certain limitations
that provides ground for further researchers to critically examine the moderating effect of growth need
strength by including other moderating variables i.e. knowledge and skills of individuals and context
satisfaction. Besides, future research may also consider other psychological factors (i.e. experienced
meaningfulness of the job, experienced responsibility for the job outcomes and knowledge of results)
identified as mediators in the job characteristic model (Hackman & Oldham, 1975). Hence including
all the variables as mentioned in the model would give a better understanding of the relationships
between job characteristics dimensions and work and personal outcomes. Second limitation of this
study is that it only selected IT employees from few urban districts of Nepal i.e. Kathmandu,
Bhaktapur and Lalitpur. In future research including jobs from different regions; different business
sectors; different socio-cultural and economic context and jobs with more complexity and
heterogeneity may yield different results. This would further help understand the perception of
employees from different context regarding their needs related to the core job dimensions and
accordingly changes can be made to make the jobs more desirable and yield positive work outcomes.

Third limitation is the study design that was cross-sectional in nature i.e. data was collected at one
point of time so the causal relationship could not be inferred in this study (Sekaran, 2003). So
conducting future research using a longitudinal research design would help understand the changes in
the relationship between the variables and identify the direction of causality and the effect of different
job complexities and growth opportunities would further aid the study and is confirmed in few studies
(Ferris & Gilmore, 1985). The fourth limitation is the usage of self-reported measures due to which the
issue of self-report biasness cannot be ignored. Hence in future research collecting data from multiple
sources (managers/supervisors) the issue of self-reported biasness can be mitigated. Besides this the
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problem of common method variance is quite common in self-administered survey (Conway & Lance,
2010; Lindell & Whitney, 2001) and cross-sectional studies (Bonder, 2006; Woszczynski & Whitman,
2004) however in this study the issue of common method variance was not examined adding it as the
fifth study limitation. Hence future researchers can use Harman’s single factor test to diagnose the
problem of common method variance (Podsakoff, MacKenzie, Lee & Podsakoff, 2003). Lastly this
study used a quantitative approach and collected data using closed-ended questionnaire that made
difficult to understand the perception of employees, hence further using a mixed-method approach
would help understand the complex research questions; examine the complexity of the social
phenomenon and address both knowledge generation and knowledge verification in single study
(Teddlie & Tashakkori, 2009). Thus keeping the research gaps of this study in mind future researchers
can take a more comprehensive approach to understand the relationship between job characteristics
dimensions and work related outcomes.
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