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Abstract

This study examined the relationship between Joint Consultation, a form of Employee Voice and Workers
Commitment. Using Cross Sectional Survey design, a sample size of 357 workers from the banks in the
South-South zone of Nigeria was used as respondents. The results drawn from the use of Spearman Rank Order
Correlation showed that Joint Consultation had a significant positive association with workers affective
commitment, but no significant association with workers continuance and normative commitment. The study
found that with the use of Joint Consultation, workers are emotionally attached to their organizations and
exhibits little continuance and normative commitment.

Keywords: joint consultation, affective commitment, normative commitment, continuance commitment,
employee voice

1. Introduction

In order to gain competitive advantage, organizations must ensure that they have employees who are motivated
and committed (Salami, 2008; Oladejo et al., 2011). Researchers (Ahiauzu & Asawo 2012; Kimball & Nink;
2006) report that commitment of workers in organizations continues to be a major problem for management
practitioners. According to Nwachukwu (2006) employees usually show lack of commitment to organizations
by engaging in negative behaviour such as absenteeism, complaints about organizational processes, not speaking
up when issues are being addressed because of fear or lack of trust for senior managers and not owning up to their
mistakes but rather shifting blame for failure to others. A study by Okpara (2004) revealed that Nigerian managers
reported lower levels of commitment than their US counterparts. One of the reasons proffered for this was their
lack of control over decision making and lack of representative voice. Allen and Meyer (1991) believe that a
committed employee is more willing to exert extra effort and work towards organizational goals. Therefore it is
very important for organizations to ensure that they get the commitment of their employees.

The importance of organizational commitment has been highlighted by several studies (Farndale et al., 2011;
Ahiauzu & Asawo, 2009; 2008; Gbadamosi, 2003; Zabid et al., 2003; Oladejo et al., 2011; Angle & Perry, 1981;
Salami, 2008). This has led to researches being carried out to investigate the impact of other constructs on
organizational commitment. For instance Ahiauzu and Asawo (2009) studied the impact of altruistic love as an
element in the emerging theme of workplace spirituality, and ‘workers’ commitment’ in the Nigerian
manufacturing industry. Ogba (2008) examined the impact of income and age on organizational commitment.
Gbadamosi (2003) highlighted contemporary issues in organizational commitment as it relates to human
resources management. Other constructs associated with organizational commitment are: performance (Zabid et
al., 2003; Oladejo et al., 2011), Monetary rewards (Omolayo & Owolabi, 2007), Effectiveness (Angle & Perry,
1981), psychological and demographic factors (Salami, 2008), structure (Ardrey et al., 2001), withdrawal
intentions (Carmeli & Gefen, 2005), work family role (Akintayo, 2010), communication climate and job
satisfaction (Trombetta & Rogers, 1988).

It would appear there is a dearth of literature which examined the effect of joint consultation in improving
workers’ commitment in Nigeria. This is an important area, because there is need for organizations to understand
the importance of giving employee voice through the use of Joint Consultation. This importance has been
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reiterated by Marchington (1992) when he reports that Joint Consultation helps reduce industrial action as it
provides an opportunity for employees to express their views. Other studies have shown the effectiveness of Joint
Consultation in improving work related behaviours (Fernie & Metcalf, 1995; Dix & Oxenbridge, 2003; Holland et
al., 2009).

Most studies are based on Western Cultures (Parasuraman & Jones, 2006; Marchington & Armstrong, 2001;
Pyman et al., 2009; Fernie & Metcalf, 1995). There is little evidence that researchers have examined the effect
of joint consultation as a form of employee voice on workers commitment in Nigeria Organizations. This
research work is therefore carried out to fill the gap in the literature by examining the effect of joint consultation
on worker’s commitment in the Nigerian Banking Industry.

2. Literature Review
2.1 Joint Consultation

Joint consultation is a formal system of communication between the management of an organization and the
employees' representatives used prior to taking decisions affecting the workforce, usually carried out by a joint
consultative committee (Collins Dictionary, 2000). According to Armstrong (2003), joint consultation enables
managers and employee representatives to meet on a regular basis in order to exchange views and utilize
member’s knowledge and expertise in dealing with matters of common interests that are not the subject of
collective bargaining. Armstrong (2003) reports that for joint consultation to work well, it is necessary to first
define, discuss and agree on its objectives. These objectives should be related to tangible and significant aspects of
the job, the process of management, or the formulation of policies that affect the interests of employees. That
consultation should take place before decisions are made. Management must believe in employees and involve
them in decision making. The unions must also believe in participation as a genuine means of giving them voice
and advancing the interests of their members, instead of using it as a way of getting more power.

It is believed (Marchington, 1992; Parasuraman & Jones, 2006) that employers introduce joint consultation for the
following reasons: to enhance efficiency by increasing the stock of ideas, which are available within the
organisation because of the wider exposure of an issue or problem; to reduce industrial action as it provides an
opportunity for employees to express their views; it leads to increased employee satisfaction due to the greater
level of commitment that joint consultative committee brings. Researchers (Guest & Peccei, 1998; Parasuraman &
Jones, 2006; Marchington & Armstrong, 2001) have highlighted the usefulness of joint consultation in
organisations. Guest and Peccei (1998) reports that joint consultation was highly favoured by companies at
different stages in their progress towards a partnership arrangement with employee representatives in the area of
policy making and strategic matters. In their study of a Malaysian firm, Parasuraman and Jones (2006) reported
that Joint Consultative Committee is focused towards joint decision making on selected operational and strategic
issues. It provides employees with bargaining power. Workers and unions actively engage in decision making, but
only to a limited extent. Marchington and Armstrong (2001) are of the view that Joint consultative committee may
be successful in most organisations because employers have shown their commitment to the unions and employee
relations. Also in an environment characterized by hyper competition and change, there is need for management
and employees/employee representatives to work together, rather than to work against each other. Emmott (2010)
believe that joint consultation can have a positive effect on employee attitudes, reassuring employees that their
interests are not being ignored when key decisions are taken. Joint consultation can enhance employee trust in
management and in the credibility of management messages. It can also show respect and reinforce a belief in
management’s intention to behave fairly.

In their research Bates and Murphy (1981) see joint consultation as primarily concerned with ‘information
sharing’ and not ‘influence sharing’. They report the participants in their study see it as a method of
communication, by which information can flow both to and from the bottom and top levels of the organization.
This communication can and is used for propaganda purposes, such as canvassing support for management
decisions or attempting to reduce the scope and influence of the unions. Joint consultation was also used by
management to test employees’ feelings on issues and as an early warning system for major grievances. There is a
consistent assumption that the manager gains from the opportunity to hear the employees’ comments on decisions
and that change is more likely to be accepted if employees are, in some way, involved.

Bates and Murphy noted that Joint consultation continued to survive in the study organization partly because of
the lack of consensus as to its function by organization members and partly as the result of what amounted to a
conspiracy of vested interests. They concluded by asserting that joint consultation was a deterrent to employee’s
participation in organisations and hence does not promote employee voice. Pyman et al (2008) research on joint
consultation in Australia revealed that there was a decline in the use of joint consultation for the period 2004 to
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2007, though it is still used as a form of employee voice. Employees believe that joint consultation does not
represent their views and is being monopolized by management. With these diverse views regarding the use of
joint consultation, this work examined workers commitment and its relationship with joint consultation as
highlighted by other researchers. It is the author’s contention that when employees are given voice with the use of
joint consultation their commitment to the organization will increase.

2.2 Workers Commitment

The concept of commitment has received several critical reviews (Meyer and Allen, 1991; Mowday, Porter &
Steers 1982; Swailes, 2002; Argyle, 1989; Etzioni, 1975). Guest and Conway (1998, p. 21) posit that the key
concern for organisations is how to capture and retain the commitment of employees. This is because positive
organisational commitment is associated with higher motivation, higher performance and less likelihood of
employees leaving the organisation.

Argyle (1989) proposed that commitment could be thought of in two ways: calculative and affective
commitment. Calculative commitment according to him is an instrumental attachment to an organisation, while
affective commitment is an emotional attachment to the organisation. Argyle’s view of commitment corresponds
with Rousseau (1989) and McNeil (1985) idea of transactional (calculative) and relational (affective) contract
orientation. Mowday, Porter and Steers (1982, p. 26) define commitment as “the relative strength of an
individual’s identification with and involvement in a particular organisation characterised by strong acceptance
or a belief in an organisation’s goals and values; willingness to exert effort on behalf of the organisation; and a
strong desire to maintain membership of the organisation.” This definition has been criticized (Swailes 2000) for
not carefully separating the motives for commitment from their effects. In particular, a desire to remain with an
organisation can be seen as a consequence of commitment rather than as part of its definition. Mowday et al
categorise commitment into two: attitudinal and behavioural commitment. They assert, “Attitudinal commitment
focuses on the process by which people come to think about their relationship with the organization. In many
ways it can be thought of as a mind set in which individuals consider the extent to which their own values and
goals are congruent with those of the organisation. Behavioural commitment on the other hand, relates to the
process by which individuals become locked into certain organizational and how they deal with this problem.
Mowday et al (1979) developed the organisational commitment questionnaire, which is used to measure
organisational commitment. Commitment is subdivided into three sub-concepts, forming two subsequent types
of commitment. These are the employees desire to remain in an organisation (continuance commitment),
willingness to exert effort on behalf of the organisation (affective), and belief in and acceptance of the values
and goals of the organisation (attitudinal). This view closely mirrors Meyer and Allen’s (1991) model of
organisational commitment. The Organisational commitment questionnaire has been criticised (Singh &
Vinnicombe, 2000; Rousseau, 1989) as being too limited in the new era of downsizing and flexibility, where
employees put in effort to help the organisation because they want to keep their jobs and not because of any
attachment to the organisation. Also the OCQ fails to measure important features such as concern for quality, a
sacrifice orientation and willingness to share information. Rousseau (1989) criticism of this view of
commitment is based on the fact that commitment in this sense is too limited and broad. It does not address
issues of reciprocity or obligation.

The most influential current model of measuring workers commitment to their organization is that of Meyer and
Allen (1991). This is because several studies (Meyer & Allen, 1991; Herscovitch & Meyer 2002; Ko et al., 1997)
have been conducted to test the applicability of the three-component model of organisational commitment.
These studies provide strong evidence for the generalizability of Meyer and Allen’s (1991, 1997) model of
commitment. Meyer and Allen (1991) define workers commitment as “a psychological state that characterizes
the employees’ relationship with the organization which has implications for the decision to continue or
discontinue membership in the organization.” Organisational commitment, they suggest, comprises of three
factors: Affective, normative and continuance.

Affective commitment is concerned with the individual’s emotional attachment and identification with the
organisation. Employees with affective commitment stay with the organisation because they want to.

Continuance commitment is more calculative. Employees with continuance commitment are aware of the cost
associated with leaving the organisation and they stay with the organisation because they need to.

Normative commitment has to do with feelings of obligations employees have to continue with the
organisation. McDonald and Makin (2000) posits that society’s norms and a feeling that employees ought to
remain with the organisation influence this commitment.

Meyer and Allen (1991) suggest that employees can experience all three forms of commitment to varying
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degrees and the strength of each is influenced by different factors. Affective commitment is influence by the
extent to which employee’s needs and expectations about the organisations are matched by their actual
experience. Continuance commitment comprises of personal sacrifice associated with leaving and limited
opportunities for other employment. While normative commitment is influenced by societal norms and culture.
McDonald and Makin (2000) suggest that normative commitment is based on social exchange theory, whereby a
person receiving a benefit is under a strong “normative” obligation to repay it in some way.

Meyer and Allen (1991) argue that workers commitment as a psychological state does not need to be restricted
to value and goal congruence as described by Mowday et al (1982). They assert that organisational commitment
reflects a desire, need, and obligation to maintain membership in the organisation. This view has found strong
support from various researchers (Dunham et al., 1994; Hackett et al., 1994; McGee & Ford, 1987). Lee et al
(2001) found strong support for Meyer and Allen’s conceptualisation of organisational commitment. Using data
from Korean samples, they were able to construct internally consistent measures of each commitment
component and report that it can be generalised in non-western cultures. Likewise Shore er a/ (1995) assert that
those who are perceived to be more affectively committed are more likely to be seen to have high potential.
They are then more likely to be given career development rewards than those with perceived high continuance
commitment, who are seen to want to stay in the organisation because of their investment in “side bets” such as
pension, accrued holidays and status, but who also may have no other options of employment. Studies (Aven et
al., 1993; Meyer et al., 1990; Ahiauzu & Asawo, 2009) suggest that committed workers contribute to the
organisation in more positive ways than less committed workers. Therefore this study examined the effect of
joint consultation on workers’ commitment.

2.3 Joint Consultation and Workers Commitment

From the review of literature, researchers have shown how joint consultation acts as a channel for employee
voice. Managers’ use it to gain co-operation from employees in order to secure company survival and growth in
an era of competitive pressures (Cregan & Brown, 2010). Such forums allow management and employee
representatives to meet and resolve problems amicably. Employee representatives are also given the opportunity
to contribute in the decisions taken by management. This will lead to organisational commitment and job
satisfaction of workers. Marchington (1992) report that joint consultation leads to positive organisational
outcomes such as increased productivity, efficiency, better management and employee relationship. To buttress
this fact, Muthuveloo and Rose (2005) posit that when employees have a favourable attitude to management, it
will improve their motivation, which in turn will lead to higher organisation commitment. Joint consultation as a
form of employee voice has been linked to organizational performance and high commitment of employees
(Boxall & Purcell, 2003). Empirical research also supports this view (Holland et al., 2009; Parasuraman & Jones,
2006; Marchington & Armstrong, 2001). We infer from the foregoing discussions that:

Ho: there is no significant association between joint consultation and employees’ affective commitment.
Hoy,: there is no significant association between joint consultation and employees’ continuance commitment.
Hos: there is no significant association between joint consultation and employees’ normative commitment.
3. Methods

This study is a cross sectional survey. The population comprised senior and junior employees in the listed banks in
the Nigeria Stock Exchange. The accessible population was all the employees in the bank’s headquarters in the six
state capital of the South-South zone of Nigeria. The population figure was sourced from the bank’s nominal roll.
A total of 5000 employees made up the total population. The sample size for this study was determined by using
Krejcie and Morgan’s (1970) table on sample size determination which was 357 employees. However when the
copies of questionnaire were distributed, the completed and usable copies for the analysis was 315, representing
88.24% of respondents who genuinely participated in the study. The instrument used for data collection was the
questionnaire and in-depth interview. The questionnaire was divided into two sections. Section A comprised
demographic information such as age, gender, length of stay in the organization and educational qualifications.
Section B elicited respondent’s views concerning the study variables. The questionnaire adopted the 5-point Likert
Scale rating, where respondents were asked how strongly they agree or disagree with a statement or series of
statement. The scale used for measuring joint consultation was adapted from the work of Holland et al (2009).
Workers Commitment was measured using Allen and Meyer’s (1990) Organizational Commitment Questionnaire
(OCQ). The OCQ measured affective commitment, continuance commitment and normative commitment.
Affective commitment had 9 items, while continuance and normative commitment had 8 items each. The variables
that were employed for this study were sourced from existing literature and had been pre-tested and validated in
previous studies (Holland et al., 2009; Allen & Meyer, 1990; Meyer & Allen, 1991; Herscovitch & Meyer, 2002;

56



www.ccsenet.org/ijbm International Journal of Business and Management Vol. 9, No. 3; 2014

Pittorino, 2008). The variables therefore had construct validity. Cronbach Alpha was used to test for reliability in
our study. Cronbach alpha is commonly used in research to test internal reliability. Researchers, (Bryman and Bell,
2003; Nunally & Berstein, 1994; Sekaran, 2003) consider an alpha level of 0.7 efficient. For test of reliability the
following Cronbach Alpha Coefficient was obtained for our scales: Joint Consultation (0.767), Affective
Commitment (0.771), Continuance Commitment (0.724), and Normative Commitment (0.708). All the variables
had internal reliability.

4. Data Analysis and Results

Frequencies and percentages were used to classify the demographic data. The results from demographic data
indicated that majority of the workers had been working for the bank between 1-3years which represents 47.94%
of respondents, 24.8% of workers had been working between 4—5years, while employees who had worked
between 48 years represented 3.2% of respondents and those with over 8years represented 7.6% of respondents.
Males working in the banking industry were 168 representing 53.3% of respondents, while females made up the
remaining 46.7% and were 147 in number. 47.3% of respondents were between the ages of 20-29, 45.7% were
between the ages of 30-39, 6.7% were between the ages of 4049 and only one person was 50 and older.
Respondents with Bachelor’s degree were 157 in number representing 49.8%, Diploma/Certificate 85 (27%), Post
Graduate Degree 66 (21%) and West African Examination Certificate or its equivalent were 7 in number
representing 2.2% of respondents. This indicates that most workers were highly educated in the banking industry
in Nigeria.

Univariate Statistics was used to analyse each individual variable as shown in tables 1-5.

Table 1. Descriptive statistics of joint consultation

JCS1 JCS2 JCS3 JCS4 JCS5 JCS6 JCS7 JCS8

N Valid 315 315 315 315 315 315 315 315
Missing 0 0 0 0 0 0 0 0
Mean 3.2857 2.1556  1.5905  2.7397 29492  2.7238  2.6381  2.6444
Std. Deviation 93121 1.31306 1.15952 1.03236 1.12469 1.24789 1.31229 1.26463
Skewness -1.503  -.358 192 -.895 -1.130 -.939 -.891 -.894
td. Error of Skewness 137 137 137 137 137 137 137 137
Minimum .00 .00 .00 .00 .00 .00 .00 .00
Maximum 4.00 4.00 4.00 4.00 4.00 4.00 4.00 4.00

Source: Spss Computation.

Table 2. Descriptive statistics of affective commitment

ACSI ACS2 ACS3 ACS4 ACSS5 ACS6 ACS7 ACSS8 ACS9

Valid 315 315 315 315 315 315 315 315 315

Missing 0 0 0 0 0 0 0 0 0
Mean 1.8825  2.7841 25175 2.1048 1.6063 1.5810  2.3778 1.4921 1.6317
Std. Deviation 1.39683 1.04260 1.30732 1.27137 1.08726 1.10972 1.29679 1.09534 1.36760
Skewness .049 -1.374 -.852 -.320 278 364 -.809 364 214
Std. Error of Skewness  .137 137 137 137 137 137 137 137 137
Minimum .00 .00 .00 .00 .00 .00 .00 .00 .00
Maximum 4.00 4.00 4.00 4.00 4.00 4.00 4.00 4.00 4.00

Source: Spss Computation.
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Table 3. Descriptive statistics of continuance commitment

CCS1 CCS2 CCS3 CCS4 CCS5 CCS6 CCS7 CCS8
Valid 315 315 315 315 315 315 315 315
Missing 0 0 0 0 0 0 0 0
Mean 2.1238 1.8571 2.3079 2.2349 2.1651 2.0857 2.1714  2.1937
Std. Deviation 1.26965 1.18989 1.26079 1.36682 1.32036 1.29512 1.31472 1.25833
Skewness 103 .062 -674  -567  -407  -178  -201  -206
Std. Error of Skewness  .137 137 137 137 137 137 137 137
Minimum .00 .00 .00 .00 .00 .00 .00 .00
Maximum 4.00 4.00 4.00 4.00 4.00 4.00 4.00 4.00
Table 4. Descriptive statistics of normative commitment
NCS1 NCS2 NCS3 NCS4 NCS5 NCS6 NCS7 NCS8
Valid 315 315 315 315 315 315 315 315
Missing 0 0 0 0 0 0 0 0
Mean 2.2730 1.8190  2.3175 2.3111 1.8825 2.0952 1.9778 1.6476
Std. Deviation 1.37136  1.20599 1.28719 1.43157 1.22689 1.17178 1.31484 1.35426
Skewness -.398 352 -.591 470 496 .077 .024 .079
Std. Error of Skewness  .137 137 137 137 137 137 137 137
Minimum .00 .00 .00 .00 .00 .00 .00 .00
Maximum 4.00 4.00 4.00 1200  4.00 4.00 4.00 4.00
Table 5. Descriptive statistics of variables
N Mean Std. Deviation Skewness
Statistic Statistic Statistic Statistic Std. Error
JCS 315 2.5909 72786 -.702 137
ACS 315 1.9975 64236 364 137
CCS 315 2.1425 75092 .028 137
NCS 315 2.0405 74410 591 137
ValidN (listwise) 315

The overall mean score (x) for Joint Consultation (JCS) = 2.59, Affective Commitment (ACS) =1.99,
Continuance Commitment (CCS) =2.14, and Normative Commitment (NCS)= 2.04.

For the bivariate analysis the Spearman Rank Order Correlation Coefficient is calculated using SPSS to
establish the association between Joint Consultation and Workers Commitment. To test the hypotheses, the
following guidelines were used to accept or reject the null hypotheses: when the statistical test of significance
(P-value) is less than 0.05 i.e., P<0.05, the null hypothesis was rejected, when P>0.05, the null hypothesis was
accepted. This is in line with Kathari’s (2006) decision rule. The confidence interval was set at the 0.05 (two
tailed) level of significance to test the statistical significance of the data in this study. Table 6 presents the result
of the association between Joint Consultation (JCS) and Workers Commitment—Affective Commitment (ACS),
Continuance Commitment (CCS), and Normative Commitment (NCS).

Table 6. Association between joint consultation and worker’s commitment

JCS ACS CCs NCS

Correlation Coefficient 1.000 A11(%) .029 .032

Spearman's rho JCS Sig. (2-tailed) .050 .608 .569
N 315 315 315 315

* Correlation is significant at the 0.05 level (2-tailed).

** Correlation is significant at the 0.01 level (2-tailed).
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The result of the correlation in table 6 shows that for hypothesis one the coefficient r = 0.111* and p = 0.050,
therefore the first null hypothesis is rejected. There is a significant positive association between joint
consultation and affective commitment at the 0.05 level of significance.

The result in table 6 shows that for hypothesis two r = 0.029, p = 0.608. Therefore the second null hypothesis is
accepted. There is no significant association between joint consultation and continuance commitment.

The result in table 6 shows that hypothesis three r = 0.032, p = 0.568. Therefore the third Null hypothesis is
accepted. There is no significant association between Joint Consultation and Normative Commitment.

Our findings indicate that:

*  There is a significant positive association between Joint Consultation and Affective Commitment.
*  There is no significant association between Joint Consultation and Continuance Commitment.

e There is no significant association between Joint Consultation and Normative Commitment.

This result is consistent with the in-depth interview conducted. Notes were taken in recording participant’s
responses. The questions were based on the survey instrument and elicited information about bankers views of
the use of joint consultation and how it affects their commitment to their organization. Two participants from the
six states were selected and a total of twelve banking personnel were interviewed.

Respondents reported that there is a committee of management and employees who meet on a regular basis.
Sometimes these committees meet twice monthly, once monthly or when there are issues to be resolved.
Members of the Joint Consultative Committee are usually elected by fellow employees. Such members chosen
are the ones employees feel are quite vocal and have no fear in speaking up for the truth. Hence workers have
trust in such persons. Some participants report that the members are selected by top management. Those in the
good books of management and seen as “managers boys”. To such persons the Joint Consultative Committee
was seen to be window dressing, because the views of management always hold sway in such discussions. All
participants agree that union membership is on the decline in the banking sector; hence they do not have much
influence in decision making. The Joint Consultative Committees are at liberty to discuss issues such as
company objectives and strategic plans. They also discuss health, safety and working conditions. Though on the
issue of dispute settlements and disciplinary procedures, interviewees comment that such matters are strictly
controlled by management and they use their powers to resolve any issues arising therein. The committees have
powers to make decisions over matters they were empowered to discuss. As one participants said “since
management allows the decision of the joint consultative committee to stand, it gives us in the bank a feeling of
commitment, because our representatives can make decisions with them (top management) and they implement
it”. This makes workers feel that they play an important role in decision making in the bank.

From the above statements, it is observed that employees are affectively commitment to their banks, since they
believe management cares about their views and positively encourage their input in decision making.

5. Discussion of Findings

It has been found in this study that Joint Consultation as a form of Employee Voice exists in the Nigerian
Banking Industry. This influences employees to be affectively committed to their organizations. Employees
identify with and are emotionally attached to their banks because of the presence of Joint Consultation.
According to Marchington (1992) Joint consultation enhances efficiency by increasing the stock of ideas which
are available within an organization because of the wider exposure of an issue or problem. Joint consultation
reduces industrial action as it provides an opportunity for employees to express their views. The low incidence
of strike actions by Nigeria Bankers may be as a result of the presence of Joint Consultation. Parasuraman and
Jones, (2006) believe that joint consultation leads to increased employee satisfaction due to the greater level of
commitment that joint consultative committee brings.

These statements are in line with the research findings. Employees’ believe that management involves them in
decision making because they have trust and believe in them. That is why decisions made by joint consultative
committees are implemented by management.

The findings run contrary to that proposed by Bates and Murphy, (1981) and Pyman et al., (2008) that joint
consultation was a deterrent to employee voice and is being monopolized by management. Bates and Murphy’s
study was carried out in a single organization; hence it was a case study. They used observation and interviews
in their methodology to arrive at their findings.

In this study, a full scale scientific investigation was utilized. It was found that joint consultation enables
employee representatives have opportunity to contribute to the decisions taken by management. This has led to
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employees being emotionally attached to the organization. Meyer and Allen (1997) explained that affective
commitment is stronger than continuance or normative commitment because employees who are affectively
committed will be more motivated to higher levels of performance and make more meaningful contributions to
enable organizations achieve their goals.

These findings support other researchers (Muthuveloo & Rose, 2005; Machington, 1992; Boxall & Purcell, 2003)
contention that joint consultation is linked to organizational performance and high commitment of employees;
when employees have a favourable attitude to management it will improve their motivation leading to higher
organizational commitment.

Employees in the banking industry in Nigeria were found to be affectively committed to their firms; it means
they have a sense of belonging and identification that increases their involvement in the organization’s activities.
They are willing to pursue the organizations goals and remain with the organization because they want to out of
love (Meyer & Allen 1991). This is in line with the Social Exchange Theory which implies a give and take
relationship. As management gives employee voice through the use of joint consultation, employees in turn are
committed to the organization and put in their best to aid the organization achieve its set objectives.

In the banking industry in Nigeria, organizational members did not exhibit continuance and normative
commitment by the presence of joint consultation as a form of employee voice. The results of this study
revealed that employees stay with the organization not because of the costs that they associate with leaving the
organization nor because of feelings of obligations to stay. They are truly attached to the organization. Meyer
and Allen (1991) point out that the willingness of employees to contribute to organizational effectiveness is
influenced by the form of commitment they experience. That an affectively committed employee would be more
likely to exert effort on behalf of the organization as he or she has a desire to maintain employment in the
organization as compared to an employee who needs to stay because of the cost associated with leaving
(continuance commitment), or one who stays because of moral obligation or societal expectations (normative
commitment).

The use of Joint Consultation as a form of Employee Voice in the Banking Industry in Nigeria has a significant
positive effect on workers affective commitment to their organization.

6. Conclusions and Implication
The conclusions drawn from this study are that:

(i) The use of Joint Consultation as a form of Employee Voice in the Banking Industry in Nigeria makes
employees to be emotionally attached to their organization.

(ii)) The use of Joint Consultation as a form of Employee Voice in the Banking Industry in Nigeria makes
employees stay with the organization because they want to and not because of the cost associated with leaving
the bank.

(ii1) The use of Joint Consultation as a form of Employee Voice in the Banking Industry in Nigeria made
employees stay with their banks because they want to and not because of feelings of moral obligation to do so.

This study has theoretical implications as it confirms the findings of other studies. In the banking industry in
Nigeria, the use of Joint Consultation positively affects workers affective commitment. Workers are emotionally
attached to their organizations when management meets with their representatives to discuss issues concerning
them. The fact that decisions arrived at from such meetings are implemented makes them feel the organization
cares for them and are interested in their views. This supports Marchington and Armstrong (2001) findings that
joint consultative committee are successful in most organizations because employers have shown their
commitment to the organization. Our findings are also in line with Emmott (2010) contention that joint
consultation has a positive effect on employee’s attitudes, reassuring them that their interests are not being
ignored when key decisions are taken. This enhances employees trust in management.

This study has shown that the use of joint consultation as a form of employee voice contributes to a high level of
workers affective commitment. Managers should therefore be cognizant of the fact that when they involve
employees’ representatives in decision making in the organization, employees’ will be happy and hence their
affective commitment will increase. Affective commitment according to Gurses and Demiray (2009) is the best
form of commitment because employees reflect positive attitudes towards the job and are ready to exert extra
effort on behalf of the organization.
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