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ARBSTRACT. This research examined possible dillerences betwesn physicians and nurs-
es in their comrmlmeny e heir hospilal apd the relationship of their erganizational com-
mitment to their awareness of both the internal and the external enviroaments of the orga-
nization, Data came from a public hospital in India. Questionnaires were developed for
the measurement of the two predictor variables (awarcness of the organization's intemal
environmeni and awareness of the orgamzation’s exiemal covironment) and the one pre-
dicled variable (organicational commitment). The results indicaled signilicam dilferenves
in organizational commitment across hieearchies. The norses’ organizational commitment
was predicted by their awareness of internal environment; the physicians” organizational
commitment was predicted by their awareness of external environment.

PRIOR STUDIES OF PREDICTORS of organizational commitment (Marsh &
Mannari, 1977; Murlin, 197%; Porler, Steers, Mowday, & Boulian, 1974) identi-
fied the following predictors: personal characteristics {age, education, gender,
race, and various personality traits); job characteristics; and role-related wari-
ables. No atienlion was paid to awareness of changes in the organization’s inter-
nal and external environments as an antecedent of organizational commitment.
Therefore, in this study we investigated whether organizational commitment
could be predicted by awareness of the hospital’s internal and external environ-
ments. We emphasized the data from a hospital, whereas earlier researchers col-
lected data mainly from indusirial organizations.
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This shauly had it origin in carlier studics of organizational awareness. In the
first, Charterjee and Dutta Roy (1991 explored the relation of employees’ gware-
ness of the organization’s intermal and external enviromnents to their meacal
healh. [nternal environment of the organization relers o ity podls, processes,
strengihs, and limitations, Tn the second. Duncan {1979 investigated external
environment, which relers 1o changes in the attitudes of consumers, sharchald-
ers. and competitors, as well as changes in sociopolitical and technological cir-
cumslanees. In b studics, the rescarchers concluded that awareness provides
some meaning that leads emplovees to feel more secure in Lhe organization.

Cither researchers investigated the effects of oreanizational awareness on
various cmployes behaviomns (Adam, 1975 Lichtman, 19700, Lichiman observed
that awareness of organization is significantly related to the workers™ productiv-
ity and achievement. Adam suggested that awareness coniributes o (4] the davel-
opment of an organizgtional image, (b the enhancement of coenomic con-
sciousness, and (¢) decisiveness in matters of cost and waste contral. Awareness
of the internal and exteroat enviromments of the organization affcets the employ-
cos” sulisfaction with both the prolessional and personal aspects of their Lives
(Dutta Boy, 19823, Lichtman posmilated that insight into the organization helps
in reducing role-refaled tonsions among orgacizalions] berarchies. According o
these researchers, employees are more corunited to rhe organization when they
are knowledgeahle about chanpes i its inlemnal or eaternal covironment.

Crgunizational awarencss vanes with organizalional hicrarchies {Lichiman,
1978, Mukerjee, Chatterjee. & Dutta Roy, 1993). It was postulated that (a) high-
er ranking employecs would be more imterested in goals (organizational and
depurimental objectives) and (b)) lower level employess would be more con-
cerned with daily operations. Boosnse an otganization’s goals may be affecied hy
changes in the cxternal environment, we assumed that employees ar the higher
level, i apprised of changes in the extemnal environment and its impact on fhe
organization, would feel more commitment W the yrganizaton tun would thess
it the lower Tevel. This reasoning led us (0 formulate the following bypotheses:

1. Organizational comunimment could be predicted by awareness of intermnal
and external covironmenls of the orsanization.

2. Amang different hicrurchies of the organizaion (physicians and nuerses),
awareness of both the internal and external environments could predict
organpizationdl commitment differeniially.

Method
Senple

We used stralilied randoin sampling to collect data from a government-man-
aped postpraduate hospital in Caleutta. We collecred diata from 18 phwsicians
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{29% of the total physicians) and 3% nurses {64% of the toral norses). The par-
ticipants were individually interviewead with the structured queslionnaire devel-
opud for this study.

Development of the Questionneaives

Awareness of interna! envivonmeni, We mitially framed a S-point Likert-lype
scale with eighl ilems to measure the parlicipants’ awareness of the hospital's
eoals, the quality of is instruments, its processes for patient care, each depart-
ment’s contribution fo the organizationa] objectives, and the organizaton’s Anan-
cial strengths and limitations. With a prior scale as cur guide (Dotta Roy, 1989},
we developed the following items:

. The owerall objectives of the hospital are not clearly delined {r= _533).
. Employees are aware of the nature of raw materials used here (= 723
. Employees are nol aware of the goals of their own departments (r=-T78).
. The lasks and responsibilitics related o cach job are not amply clear to
employees (r=—8T).
. The hospital’s toral patient care process is known to the employees (r =
BE)
6. Here, employees are well awarg of cach department’s contribution o the
hospital’s objectives (r= Y.
7. Hospitul authorities ry W ensure that the employees understand about the
yearly profit-and-lass account (r = .30),
8. Patient care may be disrupted at any time, and emplovees do not know the
reasons hehind disturbances (r= 20}

ot Pl =

A

In these iterns, “employees” relers o average employecs in the same hierarchy
as the respondent, We tzsted item validity by correlating each item with the {otul
seore. O cight items, only two (leems 7 and 8) were rejected because of their low
relationship with the total score. Cronbach's alpha for the six-item scale was H7.
For cach item, the # value within pareotheses s the comelation cocfticient
between the itemn and the loty] score. Negative r values indicate a reverse rela-
tionship hetween the irem and the total score.

Awareness of external environment, We initlally framed a 5-point Liken-type
scale o measure the participants” awareness of the effects on the organization of
various changes in the external environment. Again, we developed items based
on the earlier scale (Durea Roy, [989):

i. Emplovess do not understand how the change in discase pattems in Lhe
larger socicty alfects this hospital’s performunce (r=—70)

2. Employees appreciate the changes to be made in the hospiral a5 a result of
changes in the country’s patient-gare policies {F = 84).
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3. Empioyees are not aware that several technological advancements may
bring many changes to the hospital {r =410,

4. Emplovees are kept informed about the patient-demand vartations in the
hospital {r = 84}

5. Emplovees are aware of the effect on the hospital of world economic and
social changes.

o these items, oo, “employees” refers w average employees in the same hierar-
chy as the respondent. Of five items, onby one {Item 3) was rejected because of
its Jow relationship to the total score. Cronbach’s alpha for the remaining four
irems of the scale was 99, In cach item, the r value within parentheses is the cor-
relation coefficient between the item and the total score. Negative r values indi-
cate g reverse relationship between the item and tota] score.

Chrpanizaiional commiment. Organizational commitment velers to (4) a strong
desire fo remain as a member of the particular organization, (b) a willingness o
exert elfort on behalf of the organization, and {¢) a definite beliet in and accep-
tance of the organizanon’s valoes and poals, We measured organizational com-
mitment by a 5-point Likert-type scale with the following items:

1. Emplovees take personally the organization’s problems {r = .43,

2. The patient care at this hospital is not remarkable (r= —.64),

3. Emplovees do not place the hospital’s interest above their own (r=—82),

4. Emplovees do not feel a sense of pride in working for this hospital {r =
AT,

3. Hospital activities atfect the community at large (¥ = -.53).

Cronbach’s alpha for the scale was 67, Once again, “employees” denotes aver-
age employees al the same level of the organizational hierarchy as the respon-
dent. For each itemn, the » value within parentheses is the correlation coefficient
between the item and the otal score. Negative r values indicate o reverse rela-
ticnship between the ftem and the total score.

Results

The results of this study supporied our two hypotheses. See Table 1 for the
significant relationships among the two predictors (awareness of internal envi-
ronment and awareness of external environment) and the one predicted variable
{organizational commitment), Awareness of internal environment and awareness
of external environment were significantdy related {r = 75, p < 01} to each other.
Organizational commitment was more closely related w awareness of external
enyironment (# =78, p < .01} thun o awareness of internal environment {r= .76,
p < 01). Standardized partial regression analysis (Table 2} indicated that aware-
ness of exterpal environment (beta = 48, #(56) = 407, p < 01} was a stronger
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TABLI 1
Means, Standard Deviations, and Correlation Coefficients (N = 537)

Varahle M 5L 1 2 3
1. Orgunizational commitment 1542 424 100"
2. Avwarcness of imternal cnvironmenl 18.12 6.1 076" |0
3. Awgreness of external epvinpnmeni 12,75 446 (T8 075 160"
R |

TABLE 2

Standardiscd Pactial Regresslon Analysis in Predicting Organbzational
Commitment Across Two Hicrarchies

Murses Physicians Total samplc
(r— 39N {m=18) N=5T
Variakle Beta ¢ Beta r Beta t

Awarcncss Of internal commitment a3 413¥ 025 1.22 (0,39 333

Awgreness of exleroal environmemt (.22 .42 0684 30& (r48 407"

#p < 4N

predicior of organizational commitment than was awareness of internal environ-
ment (bets = 39, 1560 =333, p = 01)

Cur second hypothesis also was supporled in this study. Prediction of orga-
nizational commitment by the two predictors varied significantly, F(3, 51) =
365, p < 02, across hicrarchics. In analyring the nurses’ data, we found that
awareness of internal environment alone accounted for a 50% variance in their
organizational commitmeni, whercas awareness of cxternal cnvironment
accounted for a meager 15% variance in their organizational commirment. On the
other hand, in the physicians™ data, awareness of cxtemal environmenl alone
accounted for 32% varance in orgamieational commioment, and awareness of
internal enviromment accovnted for 17% variance of organizational commitment.

D¥iscassion

In general, vur results indicated the efleeis of both awareness of internal
environment and awareness of extrernal environment on the erganizational com-



Dutta, By, & Ghose 385

mitment within the hospital. These two roles were overlooked in prior studies
abkout predictors of organizational eommitment {Marsh & Mannari, 1977; Mar-
tin, 1978, Porter et al., 1974; Steers, 1977). In hospital surroundings, awareness
of both internal and external environments significantly predicted organizarional
commitment. This finding suggests that physicians and nurses feel more com-
mitment to their hospital when they are abreast of changes in the organization’s
mtemal and external environments,

Predictability of organizational commitment varies among organizational
hierarchies. Awareness of internal euvironment atone predicted the organizaton-
al commitment of nurses; in contrast, awareness of external environment alone
predicted the orgamzational commitment of physicians. This means that aware-
ness of internal environment was a significant element in nurses’ organizational
commitment, whereas awareness of external environment was the greater influ--
ence in physiclans’ organizational commitment,

The resulis can be explaned in terms of positional need theory {Dutta Roy,
Mukerjee, & Chaterjee, 19%3), which suggests that employees need o know the
relanon of their positons to the organizational hierarchy as 8 whole, Physicians
in hospitals make decisions about better management of patient care. In this
capacity, they must be conversant with the development and application of the
latest technologies for patient care in other hospitals, the nation's policies affect-
ing patient care, and the pattern of changes for various diseases, Familiavity with
these matters strengthens their commitment to the organization. These are possi-
ble reasons that awareness of external environment alone was a significant pre-
dictar of physicians’” organizational commitment.

Murses assist physicians in patient care before, during, and after treatment.
[n order to give better assistance to the physicians, they want to know what their
job responsibilities are, what is happening in other hospital departments, and how
the activities of different departments are related to the hospital's overall goals.
These are possible reasons that awareness of internal environment alone was a
significant predictor of nurses’ organizational commitment.

According 1o our research with both physicians and nurses, knowledge that
enables employees to enhance their job performance may also increase their
commitment to their organization.

REFERENCES

Adam, E E,, Jr. (1975} Behavior modification in quality control, Acodeny of Mangge-
ment Jonrnal, 1(4), 662-679,

Chatterjee, A., & Dutta Roy, D (1991, Awareness of extermal environmenl, savirommen-
tal satisfaction and mental heabth. fndion Journal of Applied Pyvefolagy, 2923, 74-77,

Duncan, R. 8. (1979). Characeeristics of organizational environments and perceived envi-
ronmental uncertainty. In M. Zey-Ferrell (Ed.), Readings on dimensions of erganiza-
riors, Califormia; Goodvear Publishirg Compary,

Dunta Row, I3 {19890, A sty of organizational health and itx effect on guality of work-
frg ife, Unpublished dissertation, [ndian [nstituee of Technology, Kharagpur.



86 The Jowrnad of Socia! Pevehology

Putes Rew, D, Mukerjee, M. & Chatterjee, A (1993} Application of correspondence
analysis in understanding organizational awarensss pattern. Jowrnal of Psyoehomelry,
a602), 11-18.

Licheman, C. M. (1970}, Seme interpersenal response correlates of organizational rank.
Svwernnad ef Appiied Povehology, 34010, T1-8],

Marsh, B. M. & Mannari, T {1977} Organicational commifment and fumover: A predic-
tion study. Admtiristrative Science (Quarterly, 22, 5775,

Marlin. I. E. (1978). State cmplovee aftiliation and attitude differences. The Sournal of
Appdied Prvohology, 63, 654657,

Porter, 1. W, Steers, R M., Mowday, R. T, & Boulian. B 1 (1974), Organizational com-
mitment, joh satisfaction and turnover amonyg psychialnc lechnicinns. The Jourmal of
Applied Peychofopy, 19, 475-479.

Sleers, R M, (1977) Antecedents and outcomes of organizational commitment. Adminis-
frafive Science Quarterly, 22, 107-115,

Received April 2, 1996



	Awareness of hoshpital-3.jpg
	Awareness of hoshpital-4.jpg
	Awareness of hoshpital-5.jpg
	Awareness of hoshpital-6.jpg
	Awareness of hoshpital-7.jpg
	Awareness of hoshpital-8.jpg
	Awareness of hoshpital-9.jpg

