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Abstract

Job involvement was considered very important enghevious literature for increasing the perforneaat

the employees. It is hypothesized that involved legges exert considerable efforts for achievinggbals
and objectives of the organization. These kindemployees are highly productive and produce better
results as compare to the employees who are notview with their job. These employees work for the
organization with their hand, head and heart. S#\studies examined the relationship of job involeat
with employee performance and claimed that theeefissitive relationship between these two varable
this paper we try to further explain the constmicjob involvement and combined the results ofatiht
studies in this context. This paper also triesxplan the controversies between the results dewift
studies and propose to make more construct validsaore for job involvement. Further we also
conceptualize the relationship of employee attitindéris connection.

Keywords: Job involvement, Employee performance, Attitude pemerment, Knowledge, Information

1. Introduction

In previous years, a lot of interest was develojpethe term job involvement. Many researchers cilm
that the employee involvement clearly forecast ewygd outcomes, organizational performance and
organization success. (Bates, 2004; Baumruk, 28@4ter et al., 2002; Richman, 2006). Besides this i
also claimed that the employee involvement is gaindecrease in the recent years and employeeeaye v
much disinvolved with their jobs (Bates, 2004; Rian, 2006). In the American workforce, it has been
argued that the most of the workers are not fullgaged or disengaged with their jobs which cost US
business to $300 billion a year by decreasing ptidty and this phenomenon is referred to “invahent
gap” in the employees (Bates, 2004; Johnson, 2B@dalski, 2003). Job involvement is described by
kahn in a way that developing a behavior in the leyge that connect him to work and to other acgivel
with personal presence (physical, emotional anditivg) leads to full performance (1990: 700). liwexl
employees attach and connect their full selvesiénjob, putting physical, cognitive and emotioniébres
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to complete their job for the organization. Thegpet of employees can be recognized by their
psychologically presence, paying special attenttmmscientious, sentimental, associated, integrated
focused on their job. Involved employees are opethémselves, with other employees and as wellitlis w
the organization to put their complete selves tokw@&ahn, 1992). Kahn described that the involvetnen
can be noted by observing the behaviors of the @yepk whether he is putting personal, physical and
emotion energy to complete the tasks (Kahn, 198@)be very simple involvement means investing the
hand, head and heart to the job (Ashforth & Humpht895: 110) while working in the organization.ih
concept of involvement is very motivational becaitsdescribes the use of the personal resources to
complete the tasks of the job and it also desctiita by how much these forces are applied by the
employee (Kanfer, 1990). It also subsumes the oftept of determining the physical and cognitiveés
represented by the employee and the depth of engageof the employee towards the organization. In
simple word it defines the level of involvement thie employee to perform the work physically and
cognitively as well as maintaining the efforts inannected way instead of dispersed manner (Ke#92)1

So, according to kahn job involvement can be erpldithe continuous efforts in the shape of physical
cognitive and emotional for full work performandmb involvement as described by Hall and Mansfield
(1971) is a non manipulated property of a persosb&¥ (1958) explains it as individuality and theue of
work as an end (Brown, 1996). That means for thpleyees the work is a virtue of an end itself and
possesses high job ethic level. Consequently, tkiesks of employees perceive the work as an impbrta
part of their lives (Dubin, 1956; Rabinowitz andllH&977). In this way, these kinds of employeedidate

a significant amount of time towards their job dmghly involved in their job.

(Lodhal, 1964; Lodhal and Kejner, 1965). In a stuiyown (1996) observes a strong correlation betwee
the job involvement and work ethics.

This study tries to find the relationship betweke job involvement and employee performance. Algtou
the relationship was prove in many previous resemrdut the main aim of the study to introduce & ne
moderating variable of attitude. Attitude is thierig or disliking of the employee toward his/heb jaVe
hypothesize that if the job does not match with liking of the employee the organization feels more
difficulty to involve the employee in the job. Asewsaid previously that the job involved employes ha
been described as one whose job is an integrabphis/her self-definition.

1.1 Objectives

Employee involvement has become a hot topic innmegears among consulting firms and in the popular
business press. However, employee involvement aedyrbeen studied in the academic literature and
relatively little is known about its antecedentsl @onsequences. The purpose of this study wasofmpe

a model of the antecedents and consequences af\jolvement. The main objectives of the study &e a

under:

a.To define and understand the variable of Job Ire/lent

b.To explore the antecedents of Job Involvement

c.To conceptualize the consequences of Job Involvearah how they are beneficial for the
organization

d.To check the impact of the attitude of the emplayedob Involvement

2. Literature Review

The term of job involvement can be described & ‘Wegree to which one is cognitively preoccupiét,w
engaged in, and concerned with one’s present (Bhatllay et al., 1994, p. 225). These kinds of eygts
can be recognized by the level they feel that tieig an important aspect of their self definitidtis
statement and the construct is a popular term addlyused in the literature of employee perforngnc
(Robinson et al., 2004). However, a lot of work bagn done by the practitioners and it can be foand
the journals where it is recognized mostly as amheather than put it into practices and develspsie
empirical results. Robinson et al. (2004) argueat titne most of the work is surprisingly attract low

78|Page
www.iiste.org



European Journal of Business and Management wWww.iiste.org
ISSN 2222-1905 (Paper) ISSN 2222-2839 (Online) lk.i.l
Vol 3, No.8, 2011 IS'E

attention from the organization and becomes popiilsis results in a way that the concept is gompé
faddish or just present in the academic literatatker than in practice. The situation becomes wagthe
term job involvement was described by differeneegsher in a diverse pattern and these descriptiens
very different from each other. Most of the timdbese descriptions are similar to the term of
organizational commitment or organizational citigeip behavior (Robinson et al., 2004). Some
researchers also describes the term as intelleatudlemotional commitment towards the organization
(Baumruk, 2004; Richman, 2006; Shaw, 2005) or keydegree of discretionary efforts exercised by the
employees in the organization (Frank et al., 20@4jferent researcher explain the term by their own
perception, Kahn (1990, p. 694) define it as “thaenessing of organization members’ selves to tiveik
roles; in involvement, people employ and expresmgelves physically, cognitively, and emotionally
during role performances”. Putting it simply, thermh involvement refers to the physical and mental
presence of the employee while doing the work exdtganization.

2.1 Consequences of Job | nvolvement

The point of interest in the term job involvementhe final consequences of this phenomenon timbea
explained that if the workers put forth consideeaklifforts for the achievement of the personal and
organizational objectives, this will lead to moneguctivity and the employee ultimately retain witte
organization (e.g. Kahn, 1990; Kanungo, 1979; Lawl®86; Pfeffer, 1994). On the opposite side, the
employees who are having low degree of involvenagatmore likely to experience low job satisfaction
and inclined to leave the organization. Besides thithey remain with the organization they putithe
efforts towards non productive work or apply theergy in such activities that are not benefiodal the
organization and the productivity decreases (Kaourd®79, p. 133). These kinds of employees engage
themselves in different undesirable activities. fEhare some empirical researches showing a restipn
between different work outcomes and the degreeobfifivolvement. For example, in a research job
involvement has been observed to be negativelyeléo the turnover intention, positively related t
organizational commitment and also related to th&raeole behavior and employee performance
(Schaufeli and Bakker, 2004; Sonnentag, 2003).

They also observed that job involvement mediate riationship between turnover intention and job
resources. Job involvement has been observed ®daital affect on different import outcomes. fady
performance Lawler (1986), Kahn (1990) and Brow®9@) explained that different work behaviors of the
employees are the consequences of job involvemmahtitais hypothesized that involvement ultimately
impacts on employees’ efforts and motivation, whinhturn explained performance. Meta analysis by
Brown (1996) estimated that the population corietats non significant between the job involvemant
overall performance but the population correlattonbe significant between the job involvement and
different combination measures of performance,ocalgih the coefficient was relatively small. In this
situation, different researchers have tried toalisc the reasons for the complex relationship betwtbe

job involvement and employee performance. On thalai task, Diefendorff et al. (2002) described the
reason that major previous researches were usengddle developed by either Lodahl & Kejner (19@5)
Kanungo (1982). These scales were supposed torthansimated by some extraneous constructs (Kanungo,
1982; Paullay et al., 1994). Diefendorff et al. @2p argued that the positive association betweerjah
involvement and performance can be found if theeaeshers used a more valid measure of job
involvement. In a study by Diefendorff et al. (200%hen used a measure developed by paullay et al.
which differentiate job involvement from work ceality, a significant positive correlation has bdennd
between supervisor rated in-role performance amdijwolvement. While developing more valid and
accurate scale for job involvement, researchesraded to focus on performance criteria to undedstae
relation of involvement and performance.

2.2 Attitude

An attitude is a measurement of the degree that represents that the level of liking or disliking of a
person towards any item that can be a person, object, place or any event. Attitude can be
determined by the negative or positive emotion or feeling of a person towards any item and this
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item is referred to attitude object. Sometimes peoples are confused about towards any item that
they the item attracts both positive and negative attitudes. In today era of globalization, when the
information level of a person has been increased by considerable level this happened more
frequently. In this situation, it creates a lot of problems and challenges for human resource
practitioners and creates an extensive need for extensive studies to be conducted to better
understand this phenomenon in cross culture organizations and provide guidance (Erez, 1994;
House, 1995; Triandis, 1994). The considerable work on employee attitude had been done by
Hofstede (1980, 1985). He expanded his research on employee attitude among 67 countries and
verified that this construct has been separated into four groups and the countries varied on these
aspects. These categories are Individualism-collectivism, Risk taking, Power distance and
Masculinity-Femininity which now called achievement orientation. But when describing the job
involvement the high situational influence was considered as the work itself or “intrinsic job
characteristics”. Different researches present the same results that when the employees are
asked to rate the different factors of job like coworkers, advancement opportunities, environment,
pay, promotion, supervision and so forth, the most important factor was found the work itself
(Judge & Church, 2000; Jurgensen, 1978). These results does not mean that the others factors
are not important for the employees but the conclusion is that to influence the job satisfaction the
most important thing is the work itself. The work should be interesting and challenging for the
employees. While mostly managers think that salary is the most important factor and exclusion the
other job attributes such as the nature of work itself.

2.3 Operational Definition of Job I nvolvement

It was argued by different researchers that job involvement is an important factor for the success
of the organization and also for retaining the employee by decreasing the intention to leave but the
question is how the organizations help their employees to be more satisfied with the work and
become involved? This question was answered by Marcus et al. (2009) by presenting some
practices that can enhance the level of involvement of the employee. They propose four elements
for making the employee more involved in the job and with the organization.

Empowerment

Empowerment refers to the degree of decision mattiagjcan be handled by the employee while working
in the organization. These employees feel moreidenf in their ability and presume latitude oveeith
work. Consequently, empowerment heightens emplayéenomy in their work.

Information

Information means data about the quantity and tyuafi business operations such as unit output€scos
revenues, profitability and customer reactions.sTihcludes developing a system in the organizatpn
which the employees become more informed aboutrdifit aspects of the organization. In case of
providing information it is also included that tfe=dback should be provided to the employee ahistidr
work.

Knowledge

Knowledge is different from information. Informatids the data about the company which knowledge
refer to the level that the employee can evaluatk generate different inferences on these infolonati
That can be done by providing the opportunitiesraihing and development. The competency levehef t
employees should be enhance and upgrade to pettieinduties well.

Rewards

Rewards are the financial or non financial bengfitsvided to the employees against their services t
enhance organizational performance. These rewaedslso considered as an important tool to motitrede
employees and consequently the employees involtbdtieir work.
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3. Proposed Modd and Prepositions

After reading and reviewing the available data wpdthesize that the job involvement has an impact o
employee performance. The employees who are momdvied in their job can produce better results for
the organization. But the results cannot generdtizall the employees. One moderating factor canhe
attitude of the employee, which has contingentceffan the relationship between the independent and
dependent variable.

Information
Knowledge

'\' ’-/
"( Attitude |

P1: Information has significant positive impact on Jobolvement.

Job Employee

Involvement

Performance

P2: Knowledge has significant positive impact on Jowolvement.

P3: Empowerment has significant positive impact om lvolvement.

P4. Rewards has significant positive impact on Jollvement.

P5: Job Involvement has significant positive impacttanployee Performance.

P6: Attitude affects the relationship between theijplmlvement and Employee performance.

4. Discussion & Conclusion

The primary theoretical contribution of this papsrthat we extend the theory of Kahn (1990) by
considering that job involvement is an importangeas by which organization can increase the prodtgct

of the employees. These results are checked arificdeby different studies that the there is a posi
relationship between the construct of job involvaeimand employee satisfaction and performance (for e
Schaufeli and Bakker, 2004; Sonnentag, 2003; Dasfehet al., 2002; Brown, 1996; paullay et al.949
Kahn, 1990). By high degree of involvement the eypé produce more favorable results for the
organization. This will not only beneficial for tharganization but also the satisfaction of the aypt
increase as the level of involvement increases.awWjaed that Kahn's theory should be considerednas a
important explanation how the organization can ime@d the employee and what are the consequences of
this job involvement. If the employees are moreolwed in their jobs they will put extra efforts ftne
completion of the organizational objectives. Thesgployees exert high level of efforts during thelvs

and these efforts are comprises of physical, covgndnd emotional efforts. More involved employees
supposed to be actively present on their job angidathe activities which are undesirable for the
organization. In this way not only the productivitf/the organization will increase but the empleyes|

be more satisfied with their working in the orgaatian. This satisfaction leads to the level as @xgd by
Kahn that these employees invest their hand, heddaart on the job. The organization need to fasus
the strategies by which they can involve their eypés and become a successful organization. The
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possible antecedents of job involvement are wetllared by the Butt and his colleagues that can be
helpful for the organization to create this kindewfvironment. While developing this kind of cultwwee
important thing is the attitude of the employeeeThork should be design in a way that reflects the
positive feeling of the employee. The nature ofkisrvery important for the satisfaction of the doyees

and ultimately satisfaction will lead toward theythéer degree of performance. So according to owryhe
while making the employee more involved a univegggiroach is not so much useful and work should be
design according to the attitude of the employbtamy researches prove that the nature of work esain
the most important factors considered by the engg@dagnd normally management neglect this factor and
suppose that salary are most important factorerrhotivation of the employee. Attitude restrictsta
develop a universal approach for the involvementhef employees. We have to consider the attitude of
employee before going to check the involvementhefeémployee. The employee can easily be involved in
his work if we design the job according to thetatte of the employee. This means that the employee
should consider the job challenging and enjoyabl¢his way the employee will be more involved and
extra efforts for the fulfillment of the organizaial goals. In this way the employee will engagethe job
with the hand, head and heart as described by kehis research. By hand we means that the employee
exert physical efforts to complete the job. By hesmeans that the employee will feel satisfactiod
proud of doing the work in the organization. By teae wants that the employee is not only working
physically but also emotions are involved in hisrkvdn this way the employee can say that this yskind

of job. If the organization produces this kind offgonment in the office they can achieve theireatives
easily. This thing not only increases the efficigtevel of the employee but also decrease the fioterof
turnover and absenteeism. The impact of stressalgasdiscussed in different studies that the stiesd

will be low if the employee are involved in his WworAttitude of the employee is very important iristh
context because the employee can be involved ia tesjob is according to his perception. Thatdsyv
difficult for the organization to involve the empgke in such a job that is not suited to the empmoye
attitude. In this case the employee will do thekvamly to pass the time and remain in the orgaitnaind

the objectives of the organization will remain uaeted. These kind of non involved employees atehe
requirement of the organization and these employses not worth for the human capital of the
organization. The organization needs the employédes are not only doing the work physically but also
present mentally. These kinds of employees worlsiglajly, cognitively and emotionally.

5. Managerial Implication

The purpose of the research is to help the managenm producing the desired results for the
organization. If the employees are involved in theork they can work more effectively and efficignt
The involved employees put extra efforts for thenptetion of their task. These employees become
involved in the work not only physically but alsmetionally and cognitively. So the organization dest
achieve their objectives and targets by these kirfidsmployees. The organizations also try to reédhe
employees who produce best results but by involtirggexisting employees the organization can do the
same. But involving employees can be easier bygdes the characteristics of the job accordinght® t
attitude of the employee. If the nature of the jodtches with the attitude of the employee, thesgl@yaes
will be more productive and helpful for the orgatian for achieving their objectives and goals. Job
involvement is a tool for the management that camged for enhancing the performance of the company
and attaining the desired objectives. The currardysdescribes it that the job design is imporianthis
aspect. Employees should be considered in thiscesmd make the work challenging and interesting f
them. In this way the employee can be more involaetieir job and work effectively.

6. Recommendations

According to our conceptual frame work the manag#nsbould be aware of the benefits of involving the
employees. That is very simple and applicable wibdt the employee should be involved in their wiork

the organization. But the level of involvement tleethances the performance of the employee can be
achieved by considering the attitude of the empmeydt needs to review and redesign the job acegrtti
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the perception of the employees.
7. FutureResearch

This research is qualitative and exploratory inurat In which we try to hypothesize that performeaoné
employees can be increased by involving the employe the job. Along with this, management has to
consider the factor of attitude while developing ttrategies for job involvement. There is a need t
conduct an empirical study with a substantial sangke to prove the relationship between discussed
variables.
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