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Dear reader, Thank you for your interest in Oeconomics of Knowledge journal. I hope you will find it useful and interesting. In the context of the Information Society, the global economy is heavily focused on knowledge used to produce economic benefits. The human capital of today involves a high accumulation of knowledge used to meet the organizational goals. This is why the majority of employees actually represent information workers contributing to the shared intelligence. The Oeconomics of Knowledge journal publishes quality articles written by scientists who want to prove their deep understanding on the topic of knowledge society impact over our uncertain economy. Specialists all over the world are encouraged to submit their
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Impact of organizational climate and engagement on motivation level of university teachers



Muhammad Salman COMSATS Institute of Information Technology Abbottabad, Pakistan Mohammad Aamir, Assistant Professor COMSATS Institute of Information Technology Abbottabad, Pakistan



Mohammad Asif, Assistant Professor COMSATS Institute of Information Technology Abbottabad, Pakistan



Irtafa Khan, COMSATS Institute of Information Technology Abbottabad, Pakistan



Abstract:



This research includes factors which affect motivation of employees. There are many factors which affect employee motivation but due to time constraint we take only 2 factors. Many researchers argue that employee motivation is very crucial for organizations; motivating employees can give financial success to organizations. Organizations have to invest on its employees to satisfy and motivate its employees. Took data through questionnaire and analyses
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data through SPSS. Research included two independent variables, organization climate and engagement and one dependent variable that is employee motivation. It was observed that the two independent variables had strong and positive effect on employee motivation; if one of the independent variable is increased the motivation will also be increased. So it is recommended that there should be no disturbance in working environment, strong relation among employees and conducting seminars and training workshops so that employees can do their work with their full potential and will be more motivated. Keywords: employee motivation, organization climate and engagement. JEL:



—.



Introduction Education is the most basic step towards the development of any nation. Government as well as private sector has a major role in the attainment of this goal. Along with this, charity and civil organization also have a huge responsibility regarding this particular field. Teachers play vital role in the fulfilment of this huge challenge, as the teachers pave way to one‘s education and the education ultimately leads towards socially, politically, economically developed and better nation. Therefore, the first and the foremost step in a better education system would be to have well trained teachers at hand. Teacher should be motivated with the result of their work. The outcome of their work should be enough to help them with their living. Few will be successful to have well-trained but also devoted teachers. And these teachers will help building a strong nation. It is generally noticed that teachers have a very critical position in a society. Every parent would want best for their children and this is what pressurizes a teacher. Where there are so many children to train, a
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teacher cannot give his 100% to every student. Along with that all teachers are not having an ideal environment. They should be provided with the best environment and should be provided with all the necessary items for a better living to lessen the huge pressure of teacher. The government and all other responsible organization will have to work in harmony in betterment of this particular community, for its improvement will ultimately lead to a better education system. One of the challenging education related problem is a development goal which is seem to be impossible till 2015. Due to which major societies, organization and national as well as international community‘s including national government, education is a basic challenge for them. As it is very simple phenomenon that education is impossible without teachers, and if there are no teacher the aspects of quality education, corroborated economy, political and social development is not possible. I personally met thirty lectures and professors in order to know about actual lecturer‘s turnover that was less than twenty five percent and most of the faculty is satisfied while working in COMSATS Institute of Information



Technology



(CIIT),



Abbottabad.



A



few



studies



have



addressed the role of different job dimensions on organizational commitment of the teachers particularly in the context of universities in Pakistan. Thus, the current study aimed at determining impact of university teacher‘s motivation with job dimensions on organizational commitment. In addition, its objective was to exploring to what extent these teachers are



committed to



their



universities



and motivated



with different



dimensions of their job. In this connection, important contribution has been made to advance the body of knowledge is on organizational commitment and job motivation of teachers employed by institution of higher education in the developing country.
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Motivation is about the ways a business can give confidence staff to give their most excellent. Motivated staff cares about the victory of the business and work better. In any organization employee motivation is the key factor for organizational presentation. Employee motivation is one of the important issues faced by every organization. The competence of an employee depends on two factors, first is the level of ability to do a certain work and second is the readiness to do the work. Ability can be acquired by proper education and instruction but the willingness to do work can be created by motivation. People may have various needs and wishes but only strongly felt needs became motives. Motivation is the act of stimulating someone or oneself to achieve preferred course of action. Motivation is the word derived from the word ―motive‖ which means needs, wants, desires or drives within the persons. It is the process of moving people to action to achieve the goals. One of the most important functions of management is to create interest amongst the employees to perform in the best of their abilities. Understanding what motivated employees and how they were motivated was the focus of many researchers following the publication of the Hawthorne study results 9Terpstra, 1979). Five major approaches that have led to our understanding of motivation are Maslow‘s need – hierarchy theory, Herzberg‘s two-factor theory, Vroom‘s expectancy theory, Adam‘s equity theory and Skinner‘s reinforcement theory. According to Maslow, employee has five levels of needs (Maslow, 1943): physiological, safety, social, ego, and self-actualizing. Maslow argued that lower level needs had to be satisfied before the next higher level need would motivate employees. Herzberg‘s work categorized motivation in to two factors: motivators and hygiene Herzberg, Mausner, and Snyderman, (1959). Motivators or intrinsic factors, such as achievement and recognition, produce job satisfaction. Hygiene or extrinsic factors such as pay and job security, produce job frustration. Vroom‘s theory is based on the belief that employee attempt will lead to performance and performance will lead to reward (Vroom, 1964). Rewards may be either
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positive or negative. The more positive the incentive the more likely the employee will be highly motivated. Conversely, the more negative the reward the less likely the employee will be motivated. Adam‘s theory states that employee struggle for fairness b/w themselves and other workers. Equity is achieved when the ratio of employee outcomes over inputs is equal to other employee outcomes over inputs (Adams 1968). Skinner‘s theory simple states that employee‘s behaviour that leads to positive outcomes will be repetitive and behaviours that direct to negative outcomes will not be repeated (skinner, 1953). Managers should positively



highlight



outcomes.



Job



employee



insecurity



behaviours



represents



that an



direct



to



individual‘s



negative supposed



powerlessness to maintain desire continuity in a threatened job condition which is conceptualized into four major factors (Greenhalg Rosenblatt 1984) 



Job feature: is defined as the importance of characteristic in a job.







Total job: is defined as the value of job itself.







Threat to total job: is defined as the supposed threat to on the whole job.







Powerlessness: is defined as be powerless towards a failure at work.



Employee engagement has become a hot issue in modern time. In answer to the economic crises, employers are worried about keeping employees engaged after they have suffer through remuneration freezes, lost bonuses, increased work demands and downsizing.



Employee



engagement



employee



is



typically



described



as



a



high



level



of



participation commitment to the organization and job satisfaction. Engaged employees value take pleasure in and have pride in their work.
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They are more willing to help each other and the organization be successful; take extra responsibility; devote more effort in their jobs; share information with other employees and stay with the organization than employees who are less engaged. Organizational climate, manifest in a variety of human resource practices, is an important forecaster of organizational success. Denison (1990) found that an organizational climate that encourages employee participation and empowerment in decision- making predict the financial success of the institute .



Research Objectives The objectives of research are to: 



Find out whether the employees functioning at CIIT are motivated to work.







What is the influence of organization climate to the motivation of employees and do they feel engaged with the institute.



Theoretical framework
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Hypotheses The hypotheses indicated below is tested and discussed in this whole study accordingly: H1: There is a positive significant relation of Engagement with employee motivation. H2: There is a positive significant relation of Organizational climate with employee motivation. H3: Engagement and Organizational climate effect the Motivation of the employee.



Methodology and Analysis CIIT, Abbottabad deals with a large number of employees who are working in it. It is therefore very difficult to collect data from entire organization because of time, access and cost constraint, therefore proportionate random sampling will be used. The population of study is 575 and researcher distributed 200 questionnaires and received 115.



Literature review Employee



motivation



can



be



studied



through



several



broad



approaches Vis –a-Vis content or need based theories, process theories and reinforcement theories. However, the term employee motivation is a complex and difficult term to define, therefore a precise definition of this concept is elusive as the notion comprises the characteristics of individual and situation as well as the perception of that situation by the individual (Ifinedo 2003; Rosenfeld and Wilson 1999). An organization‘s liveliness, whether public or private, comes from the motivation of its employees, although their abilities play just as crucial role in determining their work
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their performance their motivation (Lewis, Goodman and Fandt 1995). Golembieluski (1973, p.597) refers to motivation as the degree of readiness of an organization to pursue some designated goal and implies the determination of the nature and locus of the forces inducing the degree of readiness. To Kelly (1974, p.279), motivation has to do with the forces that maintain and alter the direction, quality and intensity of behaviour. According to Hoy and Miskel (1987, p.176), employee motivation is the complex forces, drives, needs, tension states, or other mechanisms that start and maintain voluntary activity directed towards the achievement of personal goals. In short, Dessler (2001) defined motivation as the intensity of a person‘s desire to engage in some activity. Several factors are believed to influence a person‘s desire to perform work or behave in a certain way. The need based theories explained these desires; they explained motivation primarily as a phenomenon that occurs intrinsically or within an individual. We can widely recognize two need based theories; Maslow‘s hierarchy of needs and Herzberg et all's two factors theory.



Abraham Maslow’s Hierarchy of Needs Abraham Maslow‘s (1943 to 1970) need based theory of motivation is the most widely recognized theory of motivation and perhaps the most referenced of the context theories. According to this theory a person has five fundamental needs: physiological, security, affiliation, esteem and self-actualization. The physiological needs include pay, food, shelter and clothing, good and comfortable work conditions etc. The security needs include the need for the safety, fair, treatment, protection against threats, job security etc. Affiliation needs include the needs of being loved, accepted, part of a group etc. whereas esteem needs include the need for recognition respect, achievement, autonomy, independence etc. finally self-actualization needs which are the highest in the level of Maslow‘s need theory, include realizing one‘s full potential or self
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development. According to Maslow‘s once a need is satisfied it is no longer a need. It ceases to motivate employee‘s behaviour and they are motivated by the need at the next level up the hierarchy.



Herzberg et al.’s Two Factors Theory Herzberg, Mausner AND Snyderman‘s (1959) two-factor theory is heavily based of their interest in how best to motivate workers. They referred to the environmental factors that cause workers to be dissatisfied as Hygiene factors. The hygiene factors are company policy and administration, technical supervision, salary, interpersonal and work conditions they are associated with job context. These factors are perceived as necessary but not sufficient conditions for the satisfaction of workers. They further identified motivating factors as those factors that make workers work harder. They posited that these factors are associated with job context or what people actually do in their work and classified



them



as



follows:



achievement,



recognition,



work



itself,



responsibility and advancement. Achievement is represented by the drive to excel, accomplish challenging tasks and achieve a standard of excellence. The individuals need for advancement, growth, increased responsibility and work itself are said to be the motivating factors. Nonetheless, commitment to teaching and the workplace have been found to be enhanced by psychic rewards (acknowledgement of teaching competence),



meaningful



and



participatory



decision-making,



varied



work,



positive



task



feedback,



autonomy



and



collaboration,



administrative support, reasonable work load, adequate resources and pay, and learning opportunities providing challenge and accomplishment (Firestone and Pannel, 1993; Tohnson 1990, ROSENHOLT, 1989)S There is a rich body of work in organizational climate research, associated areas such as psychological climate research and in the development of framework for measurement of organization climate.
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Numerous definitions of organization climate have been offered (Argyris, 1958; Guion, 1973; Hellriegel and Slocim, 1974; Howe, 1977; James and Jones 1974; Powell NAD Butterfield, 1978; Schneider, Parkington, and Buwton, 1980). Climate has also been defined (Moran and Volkwein 1992) as: a relatively enduring characteristic of an organization which distinguish it from other organization and (a) embodies members‘ collective perceptions about their organization with respect to such dimensions as autonomy, trust, cohesiveness, support, recognition, innovation, and fairness; (b) produced by member interaction;(c) serves as a basis for interpreting the situation;(d)reflects the prevalent norms and attitude of the organization‘s culture; and (e) acts as a source of influence for shaping behaviour. Burke and Litwin (1992) define climate in terms of perception that individuals have of how their local work unit is managed and how effectively they and their day to day colleagues work together on the job. The level of analysis, therefore, is the group, the work unit. Climate is much more in the foreground of organization member‘s perception, whereas culture is more in the background and defined by beliefs and values. The level of analysis is the organization. Climate is, of course, affected by culture, and people perception define both, but at different levels Burke and Litwin, 1992) ―Engagement‖ may sound fluffy, but it‘s an integral component of company performance. Highly engaged employees create the greatest value for the company.



Statistically, they are 87 percent less likely to



leave their jobs, and they report 20 percent fewer lost- time accidents. It‘s important that companies engage and keep essential contributors. After all, the cost of turnover for a senior manager or a salesperson can exceed 250 percent of the position‘s annual compensation. Employee engagement has become a hot topic in recent years. Despite this, there remains a paucity of critical academic literature on the subject, and relatively little is known about how employee engagement
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can be influenced by management. Although there is a great deal of interest in engagement, there is also a good deal of confusion. At present, there is no consistency in definition, with engagement having been operationalised and measured in many disparate ways. One of the most influential studies of engagement was carried out by Kahn (1990). Conceptually, Kahn began with the work of Goffman (1961) who proposed that, ―people‘s attachment and detachment to their role varies‖ (Kahn 1990:694). However, Kahn argued that Goffman‘s work focused on fleeting face-to-face encounters, while a different concept was needed to fit organisational life, which is ―ongoing, emotionally charged, and psychologically complex‖ (Diamond and Allcorn 1985). To gain further understanding of the varying levels of attachment individuals expressed towards their roles, Kahn (1990) examined several disciplines. It was found that psychologists (Freud 1922), sociologists (Goffman 1961, Merton 1957) and group theorists (Slater 1966, Smith and Berg 1987) had all recognized the idea that individuals are naturally hesitant about being members of ongoing groups and systems. As a result they ―seek to protect themselves from both isolation and engulfment by alternately



pulling



away



from



and



moving



towards



their



memberships‖ (Kahn 1990). The terms Kahn (1990) uses to describe these



calibrations



are



‗personal



engagement‘



and



‗personal



disengagement‘, which refer to the ―behaviours by which people bring in or leave out their personal selves during work role performances‖ (Kahn 1990:694). These terms developed by Kahn (1990) integrate previous ideas taken from motivation theories that people need self-expression and self-employment in their work lives as a matter of course (Alderfer 1972, Maslow 1954). Kahn undertook a qualitative study on the psychological conditions of personal engagement and disengagement by interviewing summer camp counsellors and staff at an architecture firm about their moments of engagement and disengagement at work. He defined disengagement as the decoupling of the self within the role, involving the individual withdrawing and defending themselves



Page 13



Oeconomics of Knowledge, Volume 7, Issue 1, 2015



during role performances (May et al 2004). Disengaged employee displayed incomplete role performances and were effortless, automatic or robotic (Kahn 1990). Kahn found that there were three psychological conditions



related



with



engagement



or



disengagement



at



work:



meaningfulness, safety, and availability. He argued that people asked themselves three fundamental questions in each role situation: (i) How meaningful is it for me to bring myself into this performance; (ii) How safe is it to do so? And (iii) How available am I to do so? He found that workers were more engaged at work in situations that offered them more psychological meaningfulness and psychological safety, and when they were more psychologically available. In the only study to empirically test Kahn‘s (1990) model, May et al (2004) found that meaningfulness, safety, and availability were significantly related to engagement. They also found job enrichment and role fit to be positive predictors of meaningfulness; rewarding co-worker and supportive supervisor relations were positive predictors of safety, while adherence o co-worker norms and self consciousness were negative predictors. Resources were a positive predictor of psychological availability, while participation in outside activities was a negative predictor. Overall, meaningfulness was found to have the strongest relation to different employee outcomes in terms of engagement. An alternative model of engagement comes from the ‗burnout‘ literature, which describes job engagement as the positive antithesis of burnout, noting that burnout involves the erosion of engagement with one‘s job (Maslach et al2001). According to Maslach et al, six areas of work-life lead to either burnout or engagement: workload, control,



rewards



and



recognition,



community



and



social



support,



perceived fairness and values. They argue that job engagement is associated with a sustainable workload, feelings of choice and control, appropriate recognition and reward, a supportive work community, fairness and justice, and meaningful and valued work. Like burnout, engagement is expected to mediate the link between these six work-life factors and various work outcomes. May etal‘s(2004) findings support
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Maslach et al‘s(2001) notion of meaningful and valued work



being



associated with engagement, and therefore it is important to consider the concept of ‗meaning‘. According to Holbeche and Springett (2003), people‘s perceptions of ‗meaning‘ with regard to the workplace are clearly linked to their levels of engagement and, ultimately, their performance. They argue that employees actively seek meaning through their work and, unless organizations try to provide a sense of meaning, employees are likely to quit. The research findings suggest that many people experience a greater search for meaning in the workplace (70 per cent) than in life in general (ibid). There are numerous possible reasons for this, for example, it may be because people generally spend longer at work than on other parts of their lives. Holbeche and Springett (2003) argue that high levels of engagement can only be achieved in workplaces where there is a shared sense of destiny and purpose that connects people at an emotional level and raises their personal aspirations Kahn‘s (1990) and Maslach et al‘s(2001) models indicate the psychological conditions or antecedents that are necessary for engagement, but they do not fully explain why individuals will respond to these conditions with varying degrees of engagement. According to Saks (2006), a stronger theoretical rationale for explaining employee engagement can be found in social exchange theory (SET). SET argues that obligations are generated through a series of interactions between parties who are in a state of reciprocal interdependence. A basic principle of SET is that relationships evolve over time into trusting, loyal, and mutual commitments as long as the parties abide by certain ‗rules‘ of exchange (Cropanzano and Mitchell 2005). Such rules tend to involve reciprocity or repayment rules, so that the actions of one party lead to a response or actions by the other party. For example, when individuals receive economic and socio-emotional resources from their organisation, they feel obliged to respond in kind and repay the organisation (ibid). This is consistent with Robinsonet al‘s (2004) description of engagement as a two-way relationship between the employer and employee. Saks (2006) argues that one way for individuals
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to repay their organisation is through their level of engagement. In other words, employees will choose to engage themselves to varying degrees and in response to the resources they receive from their organisation. Bringing oneself more fully into one‘s work roles and devoting greater amounts of cognitive, emotional, and physical resources is a very profound way for individuals to respond to an organisation‘s actions, as suggested earlier by the work of Kahn (1990). Thus, employees are more likely to exchange their engagement for resources and benefits provided by their organisation.



Source of Data collection The source used for data collection is standardized questionnaire. Responses are obtained on a 5-point Likert scale ranging from (1 = strongly disagree to 5 = strongly agree).



Population We take all the teachers COMSATS institute of information and technology Abbottabad, as a population. Total numbers of doctors are 575.



Sample COMSATS Institute of Information and Technology, Abbottabad, deals with a large number of employees who are working in it. It is therefore very difficult to collect data from entire organization because of time, access and cost constraint, therefore proportionate random sampling will be used. The population of study is 575 and researcher distributed 200 questionnaires and received 115. A questionnaire was developed to find data and then correlation and regression are used to
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analyse data.



Conceptual Framework



Hypotheses The hypotheses indicated below is tested and discussed in this whole study accordingly: H1: There is a positive significant relation of Engagement with employee motivation. H2: There is a positive significant relation of Organizational climate with employee motivation. H3: Engagement and Organizational climate effect the Motivation of the employee.
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Data Analysis Correlation and regression analysis is used to represent the trend of relationships.



Correlation Analysis Correlation analysis is used to know the relationship between two variables and also their strength and direction of relationship. In statistics, dependence means



any statistical relationship between two



random variables or two sets of any statistical data.



Correlation has



many coefficients, often denoted ρ or r, which measure the degree of correlation. The most common of these is the Pearson correlation coefficient. The Pearson correlation has many results ranging from +1 to _1. when we got +1 it means that there is a



perfect positive (increasing)



linear relationship (correlation), when we got _1 it means that there is perfect decreasing (negative) linear relationship (anti correlation), and some time we got value between −1 and 1 . When there is zero then there will be low relationship (closer to uncorrelated). The closer the coefficient is to either −1 or 1, the stronger the correlation between the variables.



Regression In statistics, regression is a procedure for estimating the contact or relation among variables. It also tells us about how the value of the dependent variable changes by the change in 1 independent variable; while other being fixed .Multiple regression can be used to tackle with a variety of research questions. It can tell you how a group of variables is able to forecast a particular result. Multiple regression will tells us about



Page 18



Oeconomics of Knowledge, Volume 7, Issue 1, 2015



the whole model, and the contribution of each of the variables by which model is made. More over it also tells us about variables of the model that they are sufficient to predict result or there is need to add more variable.



Descriptive Statistics Given table shows the minimum, maximum, mean and standard deviation values calculated for the sample participants of current study.



Demographic Variables Following tables shows all the demographic variables of the data used in this study. It includes Age, Gender, Education, Marital status, Length of service and job status.



Gender, the chart shows majority respondents were male in this study.
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Marital Status, most respondents were single



Education



Majority respondents of the COMSATS University were holding M.Phill /M.S degrees and some are PhD‘s, few were holding masters degrees.
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Length of Service



Above chart shows that length of experiences of the majority respondents were having experience of 6 to 10 years at CIIT Abbottabad.



Job Status
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The



above



chart



shows



majority



employees



were



hired



on



permanent basis.



Correlation



Pearson correlation shows that there is strong positive relation of engagement (r=.40, p=0.000) with motivation. There is also positive association exist between organizational climate (r=.243, p=0.003) and motivation.



Regression
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Regression analysis shows that engagement and organizational climate



caused 30%



variation



in



employees‘ motivation at CIIT,



Abbottabad, it means 1% change in independent variables caused 30% change in dependent variable.



Conclusions The objective of this study is to know the relationship and impact of independent variables on dependent variable that is motivation. Here we can see in this study that independent variables have strong positive effect on motivation of employees. It means that if we increase that independent variable the motivation of employee would be increased. Here we see organizational climate and engagement have a strong effect on motivation. If a person has good climate or the surrounding then he will



be



motivated



in



organization.



Engagement



or



we



can



say



commitment with overall organization increase employee satisfaction and motivation. All the independent variables have strong and positive relationship with motivation. Recommendations: 



There must be some activity related teachers growth and career development.







Seminars and different training workshops must be conduct.







Working environment must be safe and healthy.







There should be no disturbance in working environment so that employees can do their work with their full potential.
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Introduction Knowledge is today recognized both as a process of leveraging resources as well as a resource itself. As a tool for leveraging resources, for instance, knowledge serves to promote organizational learning and innovation. Both learning and innovation, in turn, help organizations secure sustainable competitive advantage over the period (Meso and Smith 2000). The view that knowledge is a resource itself is explicitly notable, since it performs crucial input and output functions (Assudani 2005). The foremost input functions of knowledge include: provision of needed human capital, Information technology (IT) and know-how. These inputs are processed to produce output functions such as product and/or service innovation resulting from new knowledge as intellectual capital and new learning. Knowledge management (KM) and its related strategy concepts are, therefore, rightly acclaimed as crucial components for organizations to survive and maintain their competitive advantage (Martensson 2000). The contemporary epistemological literature accounts for increasing managerial reliance on a firm‘s knowledge related activities. While the importance of the structural capital of an enterprise is not waning, it is instead the maintenance of a ―balanced human capital portfolio‖ which is emerging as the basis of a firm‘s strategy to gain sustainable competitive advantage (Wiig 1997). This paradigm shift is caused by numerous forces inherent in the present information age. The most striking of these forces include; technological advancement and the resultant slackening of the traditional market entry barriers, increasing competition, shorter product life-cycle and increasing risk (Evanschitzky et al., 2007). Some other factors such as the emerging tide of globalization and the rise of IT and e -commerce have also accounted for increasing thrust among the present day corporations to crave for strategic advantage through persistently refining their intellectual capital (Goh 2005).
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In this backdrop, the strategic outlook in operations seems to be shifting from a market-based view (MBV) to a resource-based view (RBV) of competition (Salen 2000). With the shift occurring from focusing on a firm‘s products to focusing on internal factors in terms of resources and capabilities, some of the earlier models such as isolated product/market analysis and Porter‘s five forces framework stand somewhat obsolete (Anderson 2010). The RBV of a firm therefore has emerged as a new paradigm in strategic analysis (Wilks and Fensterseifer 2003), as well as a popular theory of competitive advantage (Fahy 2000).



Emerging Intellectual Capital KM is widely seen today as an integral part of a broad concept – the intellectual capital. Quite often, KM is therefore rightly described as management of the intellectual capital controlled by an organization (Martensson 2000). With the advent of KM, intellectual capital is being increasingly recognized in the literature as the only true strategic asset (Meso and Smith 2000). Modern organizations are frequently depicted as open systems that frequently interact with their environment. The organizational strategy therefore mostly consists in adjusting its inherent intellectual resources and skills to a constantly changing complex external environment (Martensson 2000). It is precisely on this account that the strategic considerations in business operations have, of late, brought the RBV of a firm to limelight. The RBV simply states that the mix, type, amount and nature of a firm‘s internal resources (of which human capital stands paramount) should be considered first and foremost in devising strategies that can lead to sustainable competitive advantage (David 2010). As defined by the RBV, the intellectual capital appears to have acquired an intrinsic value as the real strategic asset of a firm, since it is ―rare, valuable, imperfectly imitable and non-substitutable‖ (Meso & Smith, 2000 p. 224).
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The overriding importance of managing intellectual capital is reflected by the fact that the entire process is linked to attaining the learning objectives in knowledge centric organizations (Salen 2000). Organizational knowledge has been shown in the literature as being consisting of two major divisions – tacit and explicit knowledge (Nonaka & Takeuchi, 1995; Meso & Smith, 2000). In this context, Salen (2000) terms the explicit knowledge, being captured in organizational databases, customer files, softwares and manuals, as ―structural capital,‖ while the tacit knowledge, residing in the minds of the company‘s employees, suppliers and customers, is termed as ―human capital‖. Salen (2000) thus concludes that a firm‘s intellectual capital represents an ordered blending of its structural and human capital. It may be noted that organizational learning is all about re-bundling a firm‘s internal competencies and resources to seek innovation and above all to maintain competitive advantage over time (Adams and Lamont 2003). Since internal competencies are usually defined in terms of employee skills and ability, knowledge is therefore increasingly identified as a key resource that is valuable to an organization‘s ability to innovate and compete (Bollinger and Smith 2001). Though frequently discussed



in



the



literature



as



mechanisms



for



capturing



and



disseminating knowledge, KM systems practically aim at fostering innovation resulting directly from continued organizational learning (see, for instance, Nonaka & Takeuchi, 1995; Meso & Smith, 2000).



Sequentially Performance



Relating



Learning,



Creativity



and



It follows from the above that the application of KM systems entails three primary activities of learning, creativity and performance, which sequentially follow each other as typical knowledge processes evolve in a knowledge



centric



organization. The



figure



1



below explains



the
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relationship between an organization‘s KM activities on the one hand, and learning, creativity and performance on the other. It is notable that the concepts of learning, creativity and performance – drawn separately against each of the succeeding stages of an organization‘s knowledge evolution process - are locked in a sequential relationship.
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Organizational learning takes place as a result of unhindered interaction occurring frequently among individuals (as also among groups) in a usual knowledge centric organization. The figure 1 depicts organizational learning as a cyclical process consisting of two vital components: articulation and internalization. It may be noted that creativity and innovation, while serving as the bases of organizational performance, proceed directly from organizational learning. With the increasing pace of learning, an organization becomes more and more innovative and, above all, responsive to change. The whole process, therefore, culminates in organizational efficiency and performance. Numerous theoretical models, such as those proposed by Nonaka & Takeuchi (1995); Meso & Smith (2000), have stated that articulation occurs when tacit knowledge of individuals is transformed into explicit knowledge of the entire organization. Explicit knowledge is initially captured in ordered repositories, systems and/or operating technologies (Salen 2000). Since it is easily shareable and communicable (Firestone and McElroy 2003), people in the organization learn and imbibe explicit knowledge to the extent that it becomes their personal trait. The cyclical process therefore entails retransformation of explicit knowledge into tacit knowledge through the process of internalization (Meso and Smith 2000). As the cycle is ready for the second turn, the company‘s tacit knowledge, being loaded with added experience and understanding, is again transformed into explicit knowledge during the next spell of the articulation process. In this way organizational learning, while



emanating



from



the



iterative



process



of



articulation



and



internalization, gives way to creativity and innovation. Resulting from creativity, innovation has been defined as the knowledge-value conversion process which aims at implementation of new or improved products, processes and systems (Ferraresi et. al., 2012). KM initiatives in an organization mostly aim at capturing innovation which promotes customer satisfaction through better product
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and/or service quality (Anantatmula 2007). The figure 1 thus depicts innovation as a corollary of the new knowledge which itself is created in the process of organizational learning. Over the past few years, KM practices have been increasingly recognized



as



important



drivers



of



innovativeness



and



business



performance (Ferraresi et. al., 2012). In this regard (Lee et. al., 2012) proposed a valuable model to suggest the relationship between KM infrastructure,



consisting



of



cultural,



structural,



managerial



and



technology related factors, and a firm‘s knowledge process capability. Thus acqruing from broader KM infrastructure, such vital processes as acquisition, conversion, application and protection of desired knowledge assets, have been presented in the model as vital determinants of organizational performance. It is a firm‘s intellectual capital which, as suggested by the ground evidence, serves as the primary wealth creator in the practical business environment (Karp 2003). This trend is plainly evident, since the advent of



knowledge



intensive



economy



has



practically



made



it



almost



impossible for many corporations in the arena to gain competitive advantage through exclusive reliance on traditional and tangible tools of competition. Hence, in the backdrop of increasing managerial reliance on learning and creativity, knowledge is becoming progressively more useful today than ever before (Carnario 2000). The resultant transformation of knowledge from tacit to explicit leads to continued innovation which, in turn, becomes an inevitable necessity for most businesses to survive (Ho 2008). It is rightly observed that encompassing both structural as well as human components, a firm‘s intellectual capital represents the case of evolving refinement over the period. Meso & Smith (2000), for instance, point out that the knowledge conversion process from tacit to explicit entails



man‘s increased capacity of



understanding



the



theoretical



underpinnings of the problems, which in turn facilitate practical steps in
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the problem solving phase. The conversion process finally culminates in our understanding of the purpose or rationale of a given occurrence. Cognition, though it resides at the initial stage of the knowledge evolution process, is generally recognized in the literature as the core ability leading to the development of rare competencies (Nobre and walker 2011). There is yet another aspect of cognition referring to the perception of associations among different system components. The insights gained in this way lead to new interpretations which, as pointed out by Carnario, 2000, tantamount to achieving new knowledge level with a new perceived value. Being equipped with cognitive ability, human intellect acquires gradual refinement as it evolves along the knowledge trajectory of an organization. Several studies (for instance, Nonaka & Takeuchi, 1995; Quinn, 1996 and Hamel, 1998) have confirmed that human intellect progresses as it moves beyond cognitive perceptions to practical understanding and thus ultimately comes to grasp the underlying rationale of specific functions and processes.



Conclusions It follows from the above that KM systems along with their related strategy concepts are being increasingly recognized in the contemporary literature as crucial components for organizations to survive and stay competitive. The resultant emphasis on KM as efficient management of a firm‘s intellectual capital has taken place side by side with the paradigm shift in the strategic managerial operations from a market based view to a resource based view of competition. The resource based view primarily focuses on a firm‘s internal competencies and resources which, in turn, rely on enhancing the pace of learning initiatives in modern knowledge centric organizations. In this backdrop, knowledge is rightly identified as a key resource which contributes directly to an organization‘s ability to
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innovate and compete. Viewed in the holistic perspective, KM systems may be described as entailing three primary activities of learning, creativity and performance. Appearing as a direct corollary of the learning process, these primary activities



unfold



sequentially



along



with



the



evolution



of



critical



knowledge processes in a knowledge centric organization. It is precisely in view of the increasing managerial reliance on learning and creativity over the past few years that KM is becoming progressively more useful today than ever before .
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Abstract:



Environmental Impact Assessment is used to detect changes that a proposed project may have on environment. The intent of present study is to investigate impact of institutional capacity and legal framework on performance of Environmental Impact Assessment practices in Pakistan such as screening, scoping and mitigation, environmental management plan and reporting. Sample of 200 EIA professionals have been selected by using random sampling approach from all provinces of Pakistan. Data has been collected through structured questionnaire and analysed by using AMOS 19 (Analysis of Moment Structures) software. Results of path analysis indicated that institutional capacity and legal framework have significant direct impact on performance of all EIA practices in Pakistan. Model fit statistics such as GFI, RMR, NFI, IFI, TLI, RFI, CFI indicate the fitness of research model in this context. It has been suggested that there must be relevant and sufficient human resources that can uplift institutional capacity and legal framework must be well implemented because it will lead to enhanced performance of EIA practices in Pakistan.



Keywords: Environmental Impact Assessment (EIA), Institutional capacity, Legal framework, AMOS. JEL:



M11, O15.



Introduction Before evolution of environmental impact assessment practices, policy makers were least concerned with environmental consequences of development projects. Environmental Impact Assessment (EIA) practices brought a revolution and changed processes of policy making. Before a suggested progress, originator has to obtain certificate and must ensure that the proposed project will not create much damage to environment. EIA is used to detect changes that a proposed project may have on environment. It can also be used to identify intensity and magnitude of change. It helps in making decision regarding a new project. It is a practice of measuring social, environmental and economic impacts of sug-



Page 38



Oeconomics of Knowledge, Volume 7, Issue 1, 2015



gested developmental projects. These practices help in projecting possible consequences of future developmental projects in order to ensure sound, sustained and environmentally harmless development. The process of EIA plays its role from planning to effective implementation of projects. So it is responsibility of environmental impact assessment practices to safeguard environment by effective monitoring of project. Thus these practices assist in making decisions about induction of new projects and reduction in risks of damaging environment. Public participation is an essential part of EIA because people are now much aware and they demand more information on EIA practices. So therefore it is a vital responsibility of EIA practices to satisfy general public before start of new development projects. Both developing and developed countries have identified EIA procedures to ensure environmentally sustained development. Major objectives and basic guidelines of EIA are almost similar bus implementation varies across different nations. Some countries are more effective in implementation while others are less. Pakistan has been identified in one of the less effective countries. So the present study will be of great significance because it will investigate factors that affect performance of EIA practices in Pakistan and suggestions will be given to enhance performance of EIA practices. The intent of present study is to investigate factors affecting performance of EIA practices in Pakistan. This study is quantitative in nature and data will be collected with the help of structured questionnaires from EIA professionals such as EIA consultants and employees. For data analysis AMOS 19 (Analysis of Moment Structures) software will be used and structural equation modelling techniques will be applied. On the basis of findings conclusions will be drawn and suggestions will be provided to enhance performance of EIA practices in Pakistan.
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Literature review EIA is the method of estimating and evaluating significant changes in environment that a developmental activity will create and it assists in decision making (Rédey and Utasi, 2004). EIA involves inspection, exploration and valuation of scheduled developmental projects in order to ensure environmentally safe and persistent development. EIA is considered as effective forecasting and administrative instrument (Hollick, 1981; Ortolano and Sheperd, 1995; Samarakoon and Rowan, 2008; Snell and Cowell, 2006; Wathern, 1994; Wood, 1993). Government of United States took initiative in 1969 to first time develop standard practices for assessing harmful impacts of proposed projects on environment and making decisions regarding implementation of new projects (Bailey, 1997; ElFadl and El-Fadel, 2004; Hollick, 1986). EIA practices are a part of rational approach to decision making. These EIA practices served as basic guidelines for all other countries of the world. Most of the developing and developed countries have established their own legislations for EIA and these have their own procedures of implementing those practices (Lee and George, 2000). It has been identified that EIA is now practiced in more than hundred countries of the world (Petts, 1999). The acceptance and execution of environmental impact assessment practices depends on administrative arrangements and political context of decision making processes (Ortolano, et al., 1987). Effective management of EIA can be increased by enhancing institutional capacity. When EIA was initiated, it had been thought that it would be very effective in reducing environmental harm but later on it has been evidenced that EIA is not as effective. Many researchers have conducted research to investigate which factors are really responsible for effectiveness of EIA systems? One of them found that EIA practices have not been well incorporated in decision making process (Cashmore, et al., 2004). Other researchers including Glasson, et al., (2005) and Sadler (1996) have also identified that relation between EIA legislation and decision making process will determine EIA effectiveness. It is important that EIA practices should make a dif-
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ference and it must attain its intended purpose to restore and uplift environment quality levels. It is necessary to make comparisons with or without EIA but it is practically difficult because majority of environmental aspects are qualitative. EIA practices are very necessary in making decisions about projects that may have inverse negative impacts on environment. These are used to find, forecast, evaluate and alleviate the impacts of proposed projects (Davies and Sadler, 1997; Noble and Bronson, 2006). EIA has been demonstrated for a variety of reasons such as social wellbeing (Giroult, 1988; Steinemann, 2000; McCaig, 2005). EIA practices assess both positive and negative impacts of proposed projects. Positive impacts include uplift of economy and negative impacts are noise, pollution and health problems in society (Davies and Sadler, 1997; Bhatia, 2007; Wernham, 2007; Bhatia and Wernham, 2008). EIA practices are not only used to assess and predict possible after effects of developmental projects but major concern is mitigation. It is the responsibility of EIA practitioners to first assess the likely changes and then ensure and integrate environmentally sound practices by reducing negative impacts of projects through proper mitigation measures. Identifying measures to overcome damaging effects of proposed projects on environment are mitigation practices (Sadler, 1996). Proper mitigation provides evidence on sustainable development. Mitigation practices provide information on redesigning projects (Glasson, et al., 2005) and these are used by decision makers and policy developers to take corrective actions and delaying proposed projects until and unless harmful effects have been reduced. EIA practices are responsible to ensure and lessen both short-term and long-term consequences of developmental projects. Pakistan is one of the agricultural countries in the world and majority of population resides in rural areas and are agriculturist. During past few decades Pakistan has experienced economic development and it resulted in migration from rural to urban areas. Pakistan has wide range of re-
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sources but these resources have never been optimally used. Unplanned developmental projects and inconsistent human activities have created harm for the environment. Pakistan responded to United Nation‘s environment program and passed an Environmental Protection Ordinance in 1983. This ordinance was first step towards environmental safety. There were many flaws in this ordinance and it was not effectively implemented therefore it was replaced with Environmental Protection Act 1997. This act has been developed after taking public opinions. Environmental Protection Agency (EPA) has been formed under provisions of this Act. EPA has developed EIA practices in Pakistan and it is responsible to ensure implementation of these practices. To enhance effectiveness of EIA regulations, Government of Pakistan (GOP) has also developed four provincial EPA‘s and has decentralized powers at provincial level. It is a legal requirement of the country to provide EIA certificate to EPA before starting operations of proposed projects. Environmental protection Act is very comprehensive and it has provided complete criteria for Initial Environment Examination (IEE) and EIA. It includes screening, scoping, review of EIA reports, evaluation of EIA reports, environmental management plan, mitigation and monitoring of impacts and finally public participation. According to GOP (2004) thirty eight environmental consulting firms are operating in Pakistan. Pakistan is lacking in terms of its institutional capacity that‘s why it is reflected that EIA is just a formality. In Pakistan, awareness on environmentally safe practices is increasing day by day. Many factors such as ineffective management, poor control systems, political setup, centralized decision making and bureaucratic structure are major obstacles in effective implementation of environmental impact assessment practices. Government of Pakistan is also trying to enhance public participation to improve the effective implementation and monitoring of Environmental Protection Act 1997. Saeed, et al., (2011) devised a new index to measure overall efficiency of EIA system in Pakistan and found that Pakistan has obtained a very low index. This shows that EIA system in Pakistan is not effectively
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working. Most critical factors according to Saeed, et al., (2011) in the performance of EIA are public participation and lack of relevant human resources in EPA. EIA is not creating much difference and there are still environmental issues despite of having EIA practices (Aslam, 2006; Saeed, 2004; Zubair, et al., 2011). There is a strong need to effectively manage EIA practices in Pakistan and then taking corrective actions in order to guarantee healthy and safe physical, social and economic environment. Figure 1 identifies process of major EIA practices in Pakistan. Its major activities as identified in figure 1 are screening, scoping, mitigating, environmental management plan and reporting.



Figure 1— EIA process in Pakistan Adapted from GoP (1997c); Nadeem and Hameed (2006)
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Background and need of research Since it has been recognized that Pakistan is a developing country and developmental activities have positive and negative impacts on environment. Consequently it is a resilient necessity of high performance of EIA practices in this country. But unfortunately overall performance of EIA is not up to the mark as identified by Saeed, et al., (2011). So there is a strong need to investigate the factors that affect performance of EIA practices in Pakistan.



Research objectives The objectives of the study are: 



To investigate the impact of institutional capacity on screening practice of EIA in Pakistan







To investigate the impact of institutional capacity on scoping and mitigation practices of EIA in Pakistan







To investigate the impact of institutional capacity on Environmental Management Plan (EMP) and reporting practices of EIA in Pakistan







To investigate the impact of legal framework on screening practice of EIA in Pakistan







To investigate the impact of legal framework on scoping and mitigation practices of EIA in Pakistan







To investigate the impact of legal framework on Environmental Management Plan (EMP) and reporting practices of EIA in Pakistan
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Theoretical framework This study is aimed at investigating the factors that affect performance of EIA practices in Pakistan. Following section will cover research model and hypotheses are a part of this section.



Research Model Figure 2 depicts research model of the study. On the left side are two independent variables or the factors that affect performance of EIA practices in Pakistan. These factors are institutional capacity and legal framework. Institutional capacity means the capacity of government owned EIA institutions in Pakistan. This includes the sufficiency of human resources in EIA institutions, the relevancy of EIA institutions and number of EIA departments in Pakistan. Legal framework includes implementation of legal framework for EIA and environmental courts and tribunals in Pakistan. On the right side are different EIA practices such as screening, scoping and mitigation, environmental management plan (EMP) and reporting. Arrows depict that this study is aimed at finding the impact of institutional capacity and legal framework on EIA practices of screening, scoping and mitigation, EMP and reporting. This study is novel in terms of its model because prior studies conducted in this context have not attempted to investigate such a relationship.



Hypotheses In many prior researches on EIA, it has been found that institutional or administrative capacity and legal framework affects performance of EIA such as identified by (Ortolano, et al., 1987), Saeed, et al., (2011) and Toro, et al., (2010). In prior research work overall performance of EIA has been considered but in present study focuses on performance of EIA practices into three broad categories: 1) screening 2) Scoping and
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mitigating and 3) EMP and reporting.



Figure 2 — Research model



Therefore it is assumed that: 



H1= Institutional capacity has strong impact on screening practice of EIA in Pakistan







H2= Institutional capacity has strong impact on scoping and mitigation practices of EIA in Pakistan







H3= Institutional capacity has strong impact on EMP and reporting practices of EIA in Pakistan







H4= Legal framework has strong impact on screening practice
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of EIA in Pakistan 



H5=Legal framework has strong impact on scoping and mitigation practices of EIA in Pakistan







H6= legal framework has strong impact on EMP and reporting practices of EIA in Pakistan



Research methodology Methodology describes the process of research used in the study. It includes target population, sampling procedure and sample, data collection methods and procedures, and finally data analysis methods. Following are the details.



Target population This study is aimed at investigating factors such as institutional capacity and legal framework that affect performance of EIA practices in Pakistan. Therefore the target population is relevant persons having knowledge and expertise of EIA practices all over Pakistan. These persons include EIA consultants, EIA employees, EIA lawyers, professors teaching in environment departments and students who are acquiring education of environment.



Sampling procedure and sample Sampling procedure implied in the study is random sampling approach. A sample of 200 EIA experts from all over Pakistan has been randomly selected. The reason behind this sample size is that EIA experts are not in such a large number and this sample is adequate and good representative of population. It will have more generalizability because
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sample of EIA experts has been chosen from all provinces of Pakistan.



Data collection method and procedure Data collection method implied in the study is structured questionnaire adapted from the study of Saeed, et al., (2011). It includes items on institutional capacity and legal framework. In this instrument authors have operationalized the performance of EIA practices into screening, scoping and mitigation, EMP and reporting. Therefore it is quite appropriate to adapt this questionnaire for present research. In present study researchers have personally administered the questionnaire in different areas of Punjab (Pakistan). It was very difficult to contact the relevant persons and in some areas prior appointments were taken from EIA professionals. In other provinces such as KPK, Sindh and Balochistan instrument was sent electronically to relevant persons. Only 180 questionnaires were received back out of 200 questionnaires therefore the response rate is 90%.



Data analysis method Data has been analysed using structural equation modelling technique and AMOS 19 (Analysis of Moment Structures) software has been used for this purpose. Path analysis has been applied to investigate the relationship between exogenous and endogenous variables. The upcoming section will cover findings and discussions.



Findings and discussion It includes the results of reliability, descriptive statistics, results of path analysis and model fit statistics.
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Results of reliability Table 1 indicates the results of reliability coefficients. The value of Chronbach alpha considered acceptable is 0.7. It has been indicated that all variables are meeting or exceeding the criteria of reliability.



Descriptive statistics Table 2 summarizes the results of descriptive statistics. 66.7% respondents are male and 33.3% are female respondents. So the sample is representative of views of both genders. Similarly EIA professionals have been taken into 3 categories. 13% respondents are EIA consultants, 32.8% are lawyers and 54.4% are EIA employees.
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Results of path analysis Table 3 summarizes the results of path analysis and regression weights have been given. It indicates that institutional capacity has direct positive impact (H1: estimate=0.80, t=21.434, p
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screening practice of EIA supports H4. Legal framework has direct positive impact (H5: estimate=0.573, t=16.721, p


Model fitness statistics Table 4 summarizes results of model fitness statistics. The values of Goodness of Fit index (GFI), Reliability Must Return (RMR), Normalized Fit Index (NFI), Informed Fit Index (IFI) and Comparative Fit Index (CFI) are all meeting the mentioned criteria so it is appropriate to say that the model is fit in this research context.



Figure 2 depicts the graphical results of Path analysis obtained from the application of Structural Equation Modelling (SEM).
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Figure 3 — SEM results



Conclusions Environmental impact assessment (EIA) is a process of measuring social, environmental and economic impacts of suggested developmental projects. These practices help in projecting possible consequences of future developmental projects in order to ensure sound, sustained and environmentally harmless development. It has been identified that EIA process is not working effectively in Pakistan therefore the present study aimed at investigating the factors that affect performance of EIA practice in Pakistan. Two factors were taken as predictors such as institutional capacity and legal framework. EIA practices have been divided into three
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categories: 1) screening 2) scoping and mitigation 3) Environmental Management Plan (EMP) and reporting. It was supposed that institutional capacity significantly affects performance of EIA practices such as screening, scoping and mitigation, EMP and reporting. It was also supposed that legal framework has significant impact on performance of EIA practices including screening, scoping and mitigation, EMP and reporting. It has been found that institutional capacity and legal framework are significantly affecting performance of EIA practices screening, scoping and mitigation, EMP and reporting as shown in Table 5.
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Recommendations and limitations Performance of EIA practices is very crucial in sustained development. Since it has been found that institutional capacity and legal framework are directly affecting performance of EIA practices in Pakistan therefore it is suggested that institutional capacity must be enhanced and legal framework must be improved. There must be sufficient and relevant human resources in EIA institutions operating at district, divisional, provincial and federal levels. Similarly legal framework for EIA must be implemented well in order to enhance the performance of EIA practices in Pakistan. Many areas related to EIA are neglected so there is a strong need for future research in this field in the context of Pakistan. Strategic Environmental Impact Assessment is an emerging topic all over the world so future research can be conducted for legal framework of SEA in Pakistan
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