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ABSTRACT

The literature review reveals that there is a relationship between organizational learning
organizational commitment, job satisfaction and work performance. However, it is apparent that
the integrated relationships between these variables have not been found to be reported. Hence,
we examine the relationship among these variables using a sample of public service managers in
Malaysia. Organizational learning was found positively related to organizational commitment, job
satisfaction, and work performance. Organizational commitment and job satisfaction are also
positively related with work performance and these variables partially mediate the relationship
between organizational learning and work performance. Implication of the study and suggestions
for future research been discussed in this paper.
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INTRODUCTION

notice organizations that will admit to ignoring learning, since this would be akin to be accepting the

start of its demise (Montes, Moreno and Morales, 2005; Probst and Buchel, 1997). Organizational
learning is considered by many a core capability of an effective organization and a key element of a strategy for
corporate renewal (Spicer and Sadler-Smith, 2006). Long-term survival, competitiveness and achieving greater
performance all depend on the organizations’ capacity to match the continuous changes in the environment (Montes
et al.,, 2005). Realizing the importance of organizational learning, it has recently commanded a great deal of
attention. As a result, the concept of organizational learning has achieved prominence amongst the ideas, which now
influence management studies. Although links between learning and positive work outcomes have often been
assumed, there is little empirical evidence to support this perspective (Lopez, Peon and Ordas, 2005). Spicer and
Sadler-Smith (2006) contend that the investigation on organizational learning have failed consistently in
demonstrating its impact on organizations. They further pointed that the field has suffered from a dearth of empirical
evidence to support the assertion that there is a positive relationship between organizational learning and
performance based outcomes.

@ rganizational learning is more of a need than a choice at the present time. It is almost impossible to

Conversely to Watkins and Marsick (2003), researchers are in the relatively early stages of exploring
learning organization constructs and developing measurement approach. These early studies and adoption of
learning organization principles in practice have led to growing interactions between organizational learning culture
and organizational outcomes (Egan, Yang, and Bartlett, 2004). Although organizational learning theories and
practices have been clarified by practitioners and scholars over the past several years, there is much to be explored
regarding interaction in organizational learning culture, employees learning and organizational outcomes (Egan et
al., 2004), especially in the public services sector. Noticeably the impact of workplace learning on job satisfaction
(Rowden and Conine, 2005; Cropanzano and Byrne, 2001) and organizational commitment (Mohammed and
Marquardt, 2007) not been explored adequately in the public sector.
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In many ways, the public service sector is the most natural place to establish a culture of learning.
Historically, bureaucratic administrative structures are likely to exist in the public service sector rather than in the
commercial world where financial and competitive pressures mitigate against the growth of bureaucracy and assist
employees in recalling quite clearly the purposes for the existence of the business and the importance of the
organization’s survival. Such clarity of purpose has not always been apparent and paramount in the public services
sector (Bendell, Boulter & Kelly, 1994). In the public services sector, it has often been the case that the provision of
the service to the public is different than that of a supplier to a customer but rather that of an authority to a subject.
The public services sector may not be deliberately belligerent or malevolent, but nonetheless, public sector
employees have often found themselves primarily as an agent of the state carrying out an official state purpose,
rather than a service to the customers (Bendell et al., 1994). The public services sector is, after all, a monopoly with
little concepts of realistic pricing of service against market alternatives and the punitive power is in the hands of the
public administrator rather than the customer. It was not that the customer could withdraw his custom but the public
service employees could refuse to facilitate it (Bendell et al.,, 1994). Against this background, the need for
organizational learning is clearly important in the public service sector as in the private sector. The belief that the
implementation of organizational learning in the public services sector is typically more problematic compared to
the private sector has failed to induce sufficient research in years back.

Realizing the deficiency in the literature pertaining to the relationship between organizational learning,
organizational commitment, job satisfaction, and work performance in specific to public services sector, an
empirical study been carried out to provide new insights to the body of knowledge. In this paper, we report the
following: 1) the extent organizational learning explains organizational commitment, job satisfaction and work
performance; 2) the extent organizational learning, organizational commitment and job satisfaction explain work
performance; 3) the role of organizational commitment and job satisfaction as mediating variables on the
relationship between organizational learning and work performance.

REVIEW OF LITERATURE

In recent years, performance management has come to the fore as organizations seek constantly to optimize
their human resources in the face of growing competitive pressures (Suliman, 2001). The general consensus in the
learning organization literature is that learning at the organizational level is a prerequisite for successful
organizational change and performance (Garvin, 1993; Hendry, 1996). According to Watkins and marsick (1996)
learning could enhance the intellectual capabilities of the employees; as such organizations will eventually be better
off through having learned employees. Organizational learning can be regarded as a dynamic process of creation,
acquisition and integration of knowledge aimed at development of resources and capabilities that contribute to better
performance (Chonko et al., 2003; Choe, 2004; Gonzales, 2001; Lopez et al., 2005; Wu and Cavusgil, 2006).

Garver (1996) shows that there is significant positive relationship between measure of learning activities
and performance at work indicating higher performers are involved in greater volume of learning activities.
Jashapara (1993) reported that learning in an organization have a positive impact on organizational performance.
Skerlavaj, Stemberger, Skrinjar and Dimovski (2006) reported from their study that organizational learning has a
positive direct impact on performance. The finding from the study conducted by Spicer and Sadler-Smith (2006) in
small manufacturing firms also indicates that organizational learning has a positive relationship with financial and
non-financial performance of the firms. Similarly many other empirical studies indicated positive relationship
between organizational learning and performance outcomes (Correa, Morales, and Pozo (2007) Ellinger et al., 2003;
Jimenez and Navarro (2006) Khandekar and Sharma (2006) Power and Waddell (2004) Schroeder, Bates, and
Junttila, 2002)

The organizations with the greatest harmony between organizational and individuals goals are those that
are sensitive to individuals and provide them with the resources and opportunities for learning and achievement
(Rowden and Conine, 2005). Organizations that have made learning, education, and development a priority have
seen it pay off through greater profitability and increased employees’ job satisfaction (Leslie et al., 1998). Rowden
and Conine (2005) examined the impact of workplace learning on job satisfaction in small US commercial banks
and reported significant relationship between workplace learning and employees’ job satisfaction. According to
them, large part of job satisfaction can be attributed to the availability of on the job learning opportunities. Egan et
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al., (2004) also reported that organizational learning culture positively correlates with employees’ job satisfaction.
Bromfield-Day (2000) reported from her study that there is positive relationship between employee readinesses for
self-directed learning with job satisfaction.

In addition to the conceptual and theoretical arguments, there have been a number of empirical studies in
support of the relationship between job satisfaction and work performance (Judge et al., 2001; Politis, 2005; Suliman
and lles, 2000; Wilson and Frimpong, 2004; Yousef, 1999). Research shows that employees who experience job
satisfaction are more likely to be productive and stay on the job (McNeese-Smith, 1997). The job satisfaction
experienced by employees will affect the quality of service they render (Crossman and Abou-Zaki, 2003) and in turn
will affect their work performance. The apparent logic is that employees who are satisfied with their job tend to be
cooperative, helpful, respectful and considerate, hence deliver an excellent job (Wilson and Frimpong, 2004).

Besides job satisfaction, organizational commitment has been studied extensively during the last three
decades (Kontoghiorphes and Bryant, 2004). According to Bartlett (2001), much of the interest in organizational
commitment stems from reports of positive consequences on employee’s behaviour and desirable work outcomes
from organizational commitment. Today, the aspect of organizational commitment is even more important since it is
considered as the driving force behind an organization’s performance (Kamarul and Raida, 2003). Interests in work
related commitment have been sparked by its potential benefits to individuals and organizations (Somers and
Birbaum, 2000). It is also an important variable in explaining work-related behaviour and its impact on performance
(Benkoff, 1997). Organizational commitment can also be viewed as a dimension of organization effectiveness
through work performance and reducing turnover (McDermontt, Laschinger and Shamian, 1996). Many past studies
reported positive relationship between organizational commitment and work performance (Arnett, Laverie and
McLane 2002; Suliman and lles, 2000; McNeese-Smith, 1997).

Organizational commitment in relation to job satisfaction has also received considerable attention in past
studies and the findings signify positive association between the two variables (Bhuian and Abul-Muhmin, 1997;
Yousef, 2002; Yavas and Badur, 1999). Various studies have also discovered positive relation between
organizational commitment and job satisfaction and organization’s competitiveness (Liou, 1995; Baugh and
Roberts, 1994). Indeed organizational commitment and job satisfaction are common variables that affect
organizational outcomes (Testa, 2001). Russ and McNeilly (1995) conducted a study to examine the relationship
between organizational commitment and job satisfaction using experience, gender and performance as moderators.
They reported that experience and performance moderate the relationship between organizational commitment and
job satisfaction. Conversely study conducted by Curry, Wakefield, Price and Mueller (1986) reveals no significant
relationship between job satisfaction and organizational commitment. Wright (1997) conducted a study to examine
the effects of organizational learning and individual learning on job satisfaction and organizational commitment.
The results revealed that job satisfaction and organizational commitment strongly influenced by organizational
learning. Yeo (2002) proposed that single-loop, double-loop and deutero-loop learning will ultimately result in a
positive attitude and work commitment among individuals, hence helping organizations perform better in the long
run.

Many studies have been done to test the role of organizational commitment (Suliman, 2002; Norris-Watts
and Levy, 2004; Yousef, 2000; Cropanzano et al., 1993) and job satisfaction (Lok and Crawford, 2001; Yousef,
2002; Cropanzano et al., 1993; Chiu and Francesco, 2003) as mediating variables, but to the best of researchers’
knowledge, no study been reported specifically on the role of organizational commitment and job satisfaction as
mediating variable on the relationship between organizational learning and work performance. Besides, Wright,
(1997), Yang et al. (2003), Wang, (2005) have studied the relationship between organizational learning and job
related attitude (organizational commitment and job satisfaction) of employees, but these studies did not link these
factors to the employees’ performance. The lack of attention given to the possible influence of this matter in the
pervious studies has highlighted a significant issue that requires further investigation. Hence, we attempted a
research with aims to produce an integrated study to cover the gaps identified in the literature and extend earlier
research on organizational learning, commitment, job satisfaction and work performance among public service
managers in Malaysia.
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RESEARCH METHOD

The primary data was obtained through a survey using self-administered questionnaire. Items from
established instruments were adopted and modified appropriately to suit the objectives of the study. Organizational
leaning was measured using 16 items developed by Gomes et al. (2005), 10 item developed by Porter et al. (1974)
used to measure organizational commitment, job satisfaction was measured using 12 items from Hackman and
Oldham (1975) and work performance was measured using 15 items developed by Suliman (2001). The respondents
were asked to respond on a scale ranging from strongly disagree (1) to strongly agree (7). From the analysis, it was
identified that the Cronbach alpha of all constructs were between 0.84-0.94, exceeding Nunnally’s (1978)
recommended threshold value of 0.7. Thus, the instrument used in this study showed a good level in terms of
reliability. The last part of the questionnaire collected the demographic information such as respondents’ age,
gender, educational level, and work experience. The choices are classified and respondents are required to choose
the ones that are most applicable to them.

The respondents were chosen by systematic sampling procedure. 500 questionnaires were personally
distributed to Administrative and Diplomatic officers at the 28 ministries located in the Federal Territory of Kuala
Lumpur and Putrajaya. The Administrative and Diplomatic officers are chosen because they hold almost all the
strategic and important positions. Besides, they are the Government’s policy formulators and executors. A total of
435 (87%) fully answered questionnaires were received from the respondents. The Statistical Package for Social
Science (SPSS version 14) and Analysis of Moment Structures (AMOS version 6) were used to analyze the
collected data.

FINDINGS AND DISCUSSION
Respondents’ background

Majority of the respondents (64%) are male. In terms of age distribution, 63% of the respondents were less
than 40 years old, 20% were between the ages of 41 to 50 years, and 17% of the respondents were 51 years and
above. The wide age range indicates a diverse sample. From the data on educational level, 70% of the respondents
were bachelor’s degree holders, 29% were masters’ degree holders, and only 1% had obtained PhD qualification.
For job category or ranking of the respondents, 52% are lower level managers, 41% middle level managers and 7%
top level managers. In term of work experience, 56% of the respondents had less than 10 years work experience, 8%
had 11 to 15 years work experience, and 36% had 16 years or more work experience. The following subsection
discussed the relationship and mediating effects between the constructs.

Organizational Learning and Work Performance

From Table 1 and based on Cohen (1988) guideline, there is a positive moderate relationship at the
corrected alpha <0.0125 level between organizational learning and work performance (r= .484, n= 435, p <0.0001).
The result indicates that organizational learning has a positive moderate linear relationship with work performance.
Improvement in the organizational learning activities among the public service managers increases knowledge,
improves capabilities and skills thereby enhance their work performance. The present result supports the findings of
earlier studies (Correa, Morales, and Pozo, 2007; Ellinger et al., 2003; Garver, 1996 ; Jashapara, 1993; Jimenez and
Navarro, 2006; Khandekar and Sharma, 2006; Power and Waddell, 2004; Schroeder, Bates, and Junttila, 2002;
Skerlavaj, Stemberger and Dimovski, 2006; Spicer and Sadler-Smith, 2006). This research further confirms the
belief of most managers that organizational learning is a powerful tool to improve performance (Gonzales, 2001).
Thus, combined with evidences from the earlier studies linking organizational learning with performance, the
findings of this present study support the common and popular argument that learning facilitates behavioural
change, increases efficiency and effectiveness of the workforce and facilitates the achievement of organizational
goals and objectives.
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Organizational Learning and Organizational Commitment

There is a high positive relationship at the corrected alpha < 0.0125 level between organizational learning
and organizational commitment (r= .561, n= 435, p<0.0001). The result indicates that organizational learning has a
positive strong linear relationship with organizational commitment. With improvement in the organizational learning
activities, organizational commitment among the public service managers increases. This finding supports the
research result of Wright (1997) where organizational commitment was found influencing organizational learning.
The present findings also similar to the study conducted by Wang (2003) to examine the relationship among
organizational learning culture, job satisfaction, and organizational commitment in native Chinese enterprise settings
and the results revealed that organizational learning has significant moderate relationship with organizational
commitment. The study conducted by Ng et al (2006) indicated that opportunity for learning positively effects
employees’ commitment towards the organization. Yang et al., (2003) examine the dynamic relationships among
organizational learning, job satisfaction, and organizational commitment in a Korean context and reported that the
three variables concerned were correlated. This result is parallel with the idea proposed by Yeo (2002) that the
consequence of organizational learning and the characteristics of a learning organization are antecedents to
organizational commitment.

These results support the idea, that, increased organizational commitment is one of the benefits of
employee training (Philips, 1997) or learning. Many studies have also reported the positive relationship between
training and organizational commitment of the employees (Bartlett, 2001; Grossberg, 2000; Mohammed and
Marquardt, 2007). According to Ng et al. (2006) acquiring knowledge and skills through learning often benefits
one’s career and is likely to be rewarded by promotions opportunity, higher salary and many other employees’
benefits. Therefore, learning is increasingly valued by individuals as it may affect their career attainments and the
subjective evaluations of their careers. They further asserted that because the opportunity for learning at work is
increasingly desired by employees today, its provision should help elicit employees’ perceptions of a quality
relational exchange with their employers which will be reciprocated in terms of organizational commitment.

Organizational Learning and Job Satisfaction

There is a positive high linear relationship at the corrected alpha < 0.0125 level between organizational
learning and job satisfaction (r= .551, n= 435, p < 0.0001). Improvement in organizational learning activities
increases job satisfaction among the public service managers. This finding is in line with research result conducted
by Wright (1997), and Egan et al. (2004) where they reported that organizational learning is associated with
employees’ job satisfaction. Result of the study by Egan et al. (2004) suggests that organizational learning is
associated with job satisfaction and although these constructs are highly correlated, they tend to be conceptually
distinct. Yang et al. (2003) reported that organizational learning culture acted as a predictive variable to the job
satisfaction variable. Wang (2005) reported in his study that organizational learning culture has positive strong
relationship with employee job satisfaction. According to Watkins and Marsick (2003), organizations that have
prioritized learning and development have found increase in employees’ job satisfaction, productivity, and
profitability. This statement is further echoed by Rowden and Conine (2005). According to them, organizations that
have made learning a priority have seen the payoff through greater employees’ job satisfaction. The present finding
simply means that the more the managers are involved in the learning activities, the more they are satisfied with
their job, the more they are committed to their organizations, and the better their performance in their job.

Table 1: Pearson’s Correlation Coefficient between the selected constructs.

Mean Standard oL oC JS WP
Deviation
oL 5.48 .597 1.000
oC 5.16 .969 561** 1.000
JS 4.83 797 .b551** 736** 1.000
WP 5.58 765 A484** .535** 512** 1.000

Note : ** Correlation is significant at the 0.01 level (2-tailed).
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ORGANIZATIONAL COMMITMENT, JOB SATISFACTION AND WORK PERFORMANCE

Table 1 indicate a positive strong linear relationship at the corrected alpha < 0.0125 level between
organizational commitment and work performance (r= .535, n= 435, p<0.0001). With improvement in the
organizational commitment, therefore it increased work performance among the public service managers. Table 1
also indicate a positive moderate linear relationship at the corrected alpha < 0.0125 level between job satisfaction
and work performance (r=.512, n= 435, p < 0.0001). This clearly indicates that satisfied employees perform better
on their job and vice versa. The results of this study provide support to the earlier studies that organizational
commitment has positive relationship with managers’ performance (e.g. Arnett et al., 2002; Suliman and Iles, 2000).
The same results occur for the relationship between job satisfaction and managers performance (e.g. Judge et al.,
2001; Politis, 2005; Suliman and lles, 2000; Wilson and Frimpong, 2004; Yousef, 1999). The findings of this study
support the view of Testa (2001) that organizational commitment and job satisfaction affects organizational
outcomes such as work performance.

ORGANIZATIONAL COMMITMENT AS MEDIATOR

The results shown in Table 2 indicate that all the conditions as advocated by Baron and Kenny (1986) were
met. The first equation shows that organizational learning is significantly affected by organizational commitment
(t=14.090; p=0.0001). The second equation shows that the organizational learning significantly affects the work
performance (t=11.517; p=0.0001) and the third equation reveals that organizational commitment has a significant
unique effect on work performance (t=8.103; p=0.0001). The beta value in the second equation (0.484) was larger
than the beta value in the third equation (0.384). Organizational learning (antecedent) predicts organizational
commitment, and organizational commitment in turn predicts the work performance (consequence) of the public
service managers. Therefore, in this study it can be concluded that organizational commitment partially mediates the
relationship between organizational learning and work performance.

The finding is in line with the study result conducted by Suliman (2002). The findings of the study indicate
that organizational commitment plays a partial role as mediator on the relationship between work climate and
immediate supervisor rated performance. In other words, organizational commitment does not fully mediate the
relationship between work climate and performance. The results indicate that the employees who perceived their
work climate positively tend to show higher levels of performance, because they were highly committed. On the
other hand, employees who reported less positive perception of the work climate are found to be less committed, and
as a result they report lower levels of performance (Suliman, 2002). Yousef (1999) concluded from his study that
organizational commitment mediates the relationship between leadership behaviour and job performance. The result
of this study in terms of the mediating role of organizational commitment in the relationship between organizational
learning and work performance is consistent with the theoretical literature. This finding is consistent and further
confirms the results of many studies that one of the most important characteristics of organizational commitment is
the mediating role it plays in work organizations (Davy Kinichi & Scheck, 1997; Thompson and Warner, 1997;
Allen and Rush, 1998).

Table 2: Three Steps Separate Regression Equations for Organizational Commitment

Equation Variable Unstandardized Standardized t p
Coefficients Coefficients
(B) (Beta)

1 (Constant) 6.303 463 .643
DvV:0C oL 910 561 14.090 .0001
2 (Constant) 2.178 7.328 .0001
DV: WP oL .621 484 11.517 .0001
3 (Constant) 2.128 7.674 .0001
DV: WP oL .345 .269 5.681 .0001

ocC .303 .384 8.103 .0001

Note: DV= Dependent Variable, OC= Organizational Commitment, WP= Work performance, OL= Organizational Learning
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JOB SATISFACTION AS MEDIATOR

The results from Table 3 indicate that all the conditions as advocated by Baron and Kenny (1986) were
met. The result in the first equation indicates that organizational learning significantly affects job satisfaction
(t=13.757; p=0.0001). In the second equation, organizational learning significantly affects work performance
(t=11.157; p=0.0001) and in the third equation job satisfaction has a significant unique effect on work performance
(t=7.392; p=0.0001). The beta value in the second equation (0.484) is larger than the beta value in the third equation
(0.351). Therefore, in this study it can be concluded that job satisfaction partially mediates the relationship between
organizational learning and work performance. Organizational learning (antecedent) predicts job satisfaction, and
job satisfaction in turn predicts the work performance (consequence) of the public service managers. This finding is
in line with the results from the study conducted by Lok and Crawford (2001) which indicates that job satisfaction
play a partial role as mediator between independent and dependent variables. They reported that a significant
proportion of the effects of the antecedents on commitment operated directly on commitment rather than indirectly
via their effect on job satisfaction. Chiu and Francisco (2003) reported that job satisfaction mediates the relationship
between dispositional traits and turnover intention. The result confirms the role of job satisfaction as a mediating
variable in this study. The finding from the study conducted by Carmeli and Freund (2004) indicated that job
satisfaction had a mediating role in the relationship between commitment and job performance. Yousef (2002)
reported in his study that job satisfaction mediated the influences of role conflict and role ambiguity on various
facets of organizational commitment, except continuance commitment and high personal sacrifice. The study
conducted by Egan et al. (2004) also revealed that organizational learning activities had an indirect effect on
employees’ turnover intention and this effect was mediated by job satisfaction. Similar results were also been
reported on the role of job satisfaction as mediator by Iverson and Roy (1994), Michaels (1994), and Politis (2005)

Table 3: Three Steps Separate Regression Equations for Job Satisfaction

Equation Variable Unstandardized Standardized t p
Coefficients Coefficients
(B) (Beta)

1 (Constant) 797 2.700 .007
DV:JS oL .736 551 13.757 .0001
2 (Constant) 2.178 7.328 .0001
DV: WP oL .621 484 11.517 .0001
3 (Constant) 1.909 6.753 .0001
DV: WP oL .372 .290 6.109 .0001

JS .337 .351 7.392 .0001

Note: DV= Dependent Variable, JS= Job Satisfaction, WP= Work performance, OL= Organizational Learning

CONCLUSION

The results of the study suggest that organizational learning plays an important role and significantly
contributes to organizational commitment, job satisfaction, and work outcomes of public service managers. Besides,
the findings present empirical evidence that organizational commitment and job satisfaction partially mediate the
relationship between organizational learning and work performance of the Malaysian public service managers. The
result of the present this study contributes to the literature on organizational learning and work outcomes from the
Malaysian perspective. More specifically this study enhances and supports the findings of the earlier research
regarding the role of organizational commitment and job satisfaction as mediator variables. This study represents
original research of these mediating effects.

Public service managers have many roles and responsibilities in the work place, such as managing learning.
Strategic organizational initiatives aimed at improving workplace and professional development need to have top-
level support, therefore top management need to have motivation, commitment, knowledge, and ability to create and
enhance the learning atmosphere in the organization. Top management need to understand and identify what factors
or elements contribute to the effectiveness of organizational learning activities and what factors hinder the learning
processes among the public service managers. By doing that, organizations at the same time will be able to achieve
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benefits such as increased organizational commitment, job satisfaction and work performance among the public
service managers.

LIMITATION AND SUGGESTION FOR RESEARCH

One of the limitations of the current study relates to its exclusive use of perceptual measures. It has to be
noted that self-reported measures might not exactly or truly reflect the subject of interest. Therefore, future studies
should use both objective and perceptual measures of performance, making it possible to compare respondents’
perceptions of results against the real findings. This would allow drawing more reliable conclusions about the
influence of organizational learning on positive work outcomes. This study only involved Administrative and
Diplomatic officers; thus, this study should be replicated to cover a wider sampling frame that is representative of
general public service sector. Future research need to explore and validate the relationship between the variables
concerned by examining data from other public service schemes such as engineers, teachers, health workers, arm
forces and many others. The sample of the study only includes managers who work in the public service sector.
Therefore, the outcomes of this study are relevant and may be applicable to the public services sector only or to
large organizations that have similar characteristics. The present study attempts to fill the gaps identified in the
previous study and expects to provide new insights to the body of knowledge. The outcomes of this study may also
instigate and allow others to conduct research on other factors or elements that may possibly affect the relationship
between organizational learning and work outcomes.
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