PERCEIVED ACCOUNTABILITY AND CONFLICT MANAGEMENT
STYLES AS PREDICTORS OF JOB PERFORMANCE OF PUBLIC
OFFICIALS IN PAKISTAN

Umer Zaman & Muhammad Igbal Saif

The Foundation University, Islamabad, Pakistan

ABSTRACT

The paradigm of quantifying and managing performance is a critical component of
public service organizations at the federal and provincial level in Pakistan. In this
context, the current study examines the effects of perceived accountability and conflict
handling techniques on job performance of public officials in Pakistan. Study data was
gathered from the four Provincial Capitals including Lahore, Karachi, Quetta and
Peshawar and the Federal Capital i.e. Islamabad. Correlational analysis determined the
relationships of the independent variables with the dependent variable. Study results
confirmed that perceived accountability (r=.512, p<.01) has a significant positive
relationship with job performance. Integrating style (r=.664, p<.01), compromising style
(r=.508, p<.01) and obliging style (r=.501, p<.01) of conflict management were also
found to have a positively significant relationship with job performance. Additionally,
dominating style (r=-.372, p<.01) and avoiding style (r=-.297, p<.01) showed negative
association to job performance. The overall study outcomes revealed that perceived
accountability and conflict management styles could affect the behaviors in job
performances of public officials in government organizations.
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INTRODUCTION

International Conventions and Protocols define public official as a person who holds any
administrative, executive, legislative, or judicial position in the name of the State, while
performing certain public functions or delivering public services. The position may be
awarded either through selection, appointment or election, with clear responsibilities and
obligation to perform at any hierarchical level in a public enterprise or public agency.
The position may also be attributed with or without any pecuniary benefits (United
Nations Convention against Corruption, 2003 and Garner, 2009). The performance of the
public officials has been seldom questioned in the past; however this dogma is confronted
with enormous challenges and criticisms. Citizens have raised their demands for greater
accountability of public officials for uplifting and demonstrating visible performance of
public institutions (Blair 2013, Moote & McClaran 1997, Roberts, 2008).
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In this regard, the job performance of the public officials in Pakistan certainly requires to
be investigated by organizational researchers without alienating some of the potential
predictors of job performance. Various independent studies have established that
employees’ performance is associated with accountability perceptions (Boone & Fulton,
1996; Lerner & Tetlock, 1999) and conflict management approaches (Hsi-An Shih & Ely
Susanto, 2010; Olson-Buchanan et al.,, 1998; Rahim et al., 2001). The study of
accountability, conflict management styles and job performance is currently a topic of
considerable interest and activities within organizational research (Bentley, 2014,
Brunhart, 2013; Green, 2014; Hassell, 2014; Johnson, 2014; McMillian, 2013; Redmond,
2014).

CONCEPTUALIZATION

Five strategies of conflict management have been identified by Rahim (1985) namely
integrating, obliging, compromising, dominating and avoiding. Rahim Organizational
Conflict Inventory-11 (ROCI-1I) measures conflict management styles from the different
perspectives of superiors, peers and subordinates (Ben-Yoav & Banai, 1992; Rahim,
1985). ROCI-II was structured along two dimensions which included “concern for self”
and “concern for others”, measuring five styles of managing conflict (Rahim, 1983,
1985). The ROCI-II instrument measured the interpersonal conflicts in three different
forms. Form-A addresses conflicts with superiors; Form-B relates to conflicts with
subordinates; and Form-C refers to conflicts with peers. The present study utilizes Form-
B of the Rahim’s Organizational Conflict Inventory-Il for the purpose of assessing the
conflict management styles.

The integrating style is described to demonstrate high concern for own interest and that of
others. This style has also been conceptualized as problem-solving style (Blake &
Mouton, 1964), confronting style (Burke, 1970) and collaborating style (Thomas, 1976).
The compromising style is described to demonstrate intermediate concern for self and
others interest. The obliging style is described to demonstrate low concern for own
interest and high concern for others interest. Obliging style has also been conceptualized
as smoothing style (Blake & Mouton, 1964), confronting style (Burke, 1970) and
collaborating style (Thomas, 1976). The dominating style is described to demonstrate
high concern for own interest and low concern for others interest. Avoiding style has also
been conceptualized as withdrawing style (Blake & Mouton, 1964; Burke, 1970) of
conflict management.

A number of studies have realized integrating style (confronting, collaborating or
problem-solving approach) to be the most effective style of managing conflict, whereas
the dominating style (forcing or competing approach) has been assessed to be highly
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ineffective (Cetin & Hacifazliogo, 2004; Cornille, Pestle, & Vanwy 1999; Jones &
White, 1985). However, some studies have recorded that a blend of different conflict
management styles would result in greater effectiveness rather than accepting or ignoring
a particular style (Munduate, Ganaza, Peiro, & Euwema, 1999). A balanced selection of
integrating, compromising and dominating styles combined together have shown to be
more effective than their individual application. This assertion is supported by Rahim
(1985) who has regarded conflict management styles to be contingent to situations.

Despite integrating and compromising styles are judged to be the most relevant styles for
dealing with strategic issues; however the dominating, obliging and avoiding styles could
be highly beneficial while addressing tactical problems. In addition to the general
acceptance of the multidimensional aspects of job performance, a composite or uni-
dimensional approach to job performance is preferred while conducting research for
effective decision-making within organizations (Schmidt & Kaplan, 1971). Due to the
relevance and recognition of both task performance and contextual performance in
empirical studies (Motowidlo & Van Scotter, 1994), this study therefore includes these
two dimensions for assessment of job performances of the public officials in Pakistan.

Borman and Motowidlo (1997) explained that contextual performance serves as a non-
job specific term which carries five dimensional taxonomy including (1) continued
enthusiasm and putting extra efforts to accomplish tasks successfully (2) volunteer in
assuming task activities that are not formally recognized as one’s own job (3) extending
help and cooperation to others (4) conforming to the set rules and procedures in the
organization and (5) supporting, endorsing and defending the organizational objectives.
Borman, Motowidlo and Hanser (1983) presented their model of soldier’s effectiveness
and indicated that effectiveness aids to contextual performance. Borman, Motowidlo and
Hanser (1983) concluded that the overall worth of an individual to an organization was
far more than just his technical abilities. In their study, Borman, Motowidlo and Hanser
(1983) recognized three factors that led to an improved organizational effectiveness
namely; determination allegiance and teamwork.

Additionally, Barrick, Mount and Strauss (1993) observed that contextual performance
could be better equated with the performance component such as “will-do” and it
becomes more predictable through measures of personality (mainly conscientiousness),
preferences, interests and rewards. Task performance has been defined as the
effectiveness of the incumbents in performing their job activities which eventually
contributes to their organization’s technical core (Borman & Motowidlo, 1993). As a
result, task performance can be defined as the expertise with which the employees
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undertake the job activities that are recognized as part of their job (Borman &
Motowidlo, 1993).

Task performance has also been considered to include behaviors and activities which
complement the technical core functions of the organization. Sufficient skills and
knowledge are required to successfully perform expected tasks when appropriate and also
possess awareness of the job context to better utilize their abilities in achieving the tasks
more efficiently. Borman (2006) explained that the task performance has two distinct
features namely performer’s behaviors or activities which are often job-specific and the
performance level which predicts the level of knowledge, skill and ability of the
performer. Organizations therefore formally recognize task activities by job
requirements, generally and explicitly through the job descriptions. Numerous studies
have also viewed that accountability has significantly positive effects on job performance
(Frink & Ferris, 1999; Ranft et. al., 2007).

Based on the above review, the following hypotheses have been proposed for this study:

Hypotheses

H1. Public officials’ perceived accountability and job performance are positively related.
H2. Public officials’ integrating style and job performance are positively related.

H3. Public officials’ compromising style and job performance are positively related.

H4. Public officials’ obliging style and job performance are positively related.

H5. Public officials’ dominating style and job performance are negatively related.

H6. Public officials’ avoiding style and job performance are negatively related.

The relationship model of independent variables of perceived accountability, conflict
management styles and the dependent variable of job performance is depicted in the
following figure:

Perceived Accountability

T ————
Conflict Management
Style

Job Performance

o Contextual performance

. o Task Performance
o Integrating Style

o Compromising Style
o Obliging Style

o Avoiding Style

o Dominating Style

Figure 1 Relationship Model of Perceived Accountability, Conflict Management Styles
and Job Performance
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OPERATIONALIZATION

Perceived Accountability

The perceived accountability measure developed by Hochwarter, Kacmar and Ferris
(2003) has been used in this study. The measure is constructed on an eight-item uni-
dimensional scale. The measure is based on a seven-point Likert-type with reported
reliability Cronbach’s alpha = 0. 80.

Rahim Organizational Conflict Inventory (ROCI-II)

For measuring the five different types of conflict handling (Rahim, 1983), the ROCI-II
instrument has been employed for this study. The instrument is designed on a seven point
Likert rating scale. The author has tested the reliability of his Organizational Conflict
Inventory (ROCI-II) measure and has reported high reliability for integrating style
(Cronbach’s alpha=.81), compromising style (Cronbach’s alpha=.75), obliging style
(Cronbach’s alpha=.83), dominating style (Cronbach’s alpha=.84) and avoiding style
(Cronbach’s alpha=.84).

Contextual Performance

The current study employed the 16-item measure developed by Motowidlo and Van
Scotter (1994) for analyzing the contextual performance. The performance measure
consists of five dimensions of contextual performance which includes: (1) volunteer in
assuming task responsibilities which do not relate to formal job requirements; (2)
exhibiting extra efforts and enthusiasm in accomplishing task activities; (3) extending
help and cooperation to others; (4) conform to rules and procedures even if they cause
personal inconvenience; and (5) sanctioning support and defend objectives of the
organization. The performance measure is constructed on a 7-point Likert rating scale,
ranging from 1 to 5. The instrument was originally developed for analyzing contextual
performance in military settings (Motowidlo & Van Scotter, 1994) and the instrument
includes language which is not compatible with other organizational settings. For this
reason, two questions specifically relating to military setting were dropped from the
original instrument and adapted version of the instrument was used to suitably reflect the
organizational context of the public officials in Pakistan.

Task Performance

The instrument developed by Williams and Anderson's (1991) was utilized in this study
to measure the task performance. The performance measure uses a seven-point Likert
type rating scale with reported high reliability Cronbach’s alpha=.91.
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METHODOLOGY

The target population for this study was public officials employed in Federal Government
and the Provincial Governments of Punjab, Sindh, Baluchistan and Khyber Pakhtunkhwa
(KPK) in Pakistan. The public officials were mainly serving in law enforcement agencies
and regulatory bodies in the four provincial capital cities in Pakistan i.e. Punjab (Lahore),
Sindh (Karachi), Baluchistan (Quetta) and Khyber Pakhtunkhwa (Peshawar) and also the
Federal Capital (Islamabad) who were considered as the population for this study.

Convenience sampling method was adopted for purpose of this study keeping in mind
that the use of larger sample sizes results into increased credibility and generalizability of
the results (Mason, 2010). Fifteen hundred self-reporting questionnaires were evenly
distributed i.e. 300 questionnaires each to the public officials in Punjab, Sindh,
Baluchistan and Khyber Pakhtunkhwa (KPK) and the Federal Capital. The maximum
numbers of questionnaires were distributed to the public officials, keeping in view that
the survey might encounter high non-response rate and if there is a low non-response then
this study will have an excellent sample size (Aziz, 2008). The overall response rate was
70% for the total number of questionnaires which were distributed in the four provincial
capitals and the federal capital of Pakistan.

DATA ANALYSIS

Data analysis provided the relationships of the independent variables of perceived
accountability and conflict management styles with job performance. Descriptive
analyses and frequency distributions procedures were used to determine the scores,
percentages, means and standard deviations for the study. Correlation analysis showed
the statistical measurements for the relationships between the study variables (Neuman,
2006) and to determine whether statistically significant relationships existed between the
public officials’ perceived accountability, conflict management approaches and job
performances as perceived by their direct reports (Norusis, 2000).

SPSS version 22 and AMOS were used to conduct correlational analysis and in order to
test the hypothesized research model, the descriptive statistics of respondents, missing
values, normality tests, outliers, linearity, homoscedasticity and multicollinearity were
also analyzed beforehand. SPSS version 22 and AMOS were used to analyze the
demographic characteristics, and to conduct descriptive and inferential analysis.

RESULTS

Pearson Correlation analyses was conducted to test the association between the
independent variables of perceived accountability (ACC), integrating style (INTG),
compromising style (COMP), obliging style (OBLG), dominating style (DOMTG) and
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avoiding style (AVDNG) and the dependent variable i.e. job performance (JOBPERF).
The following table shows the correlational matrix of all variables included in the study.
Perceived accountability showed significantly positive association with job performance
(r=.512, p<.01). Moreover, the independent variables of integrating style (r=.664, p<.01),
compromising style (r=.508, p<.01) and obliging styles (r=.501, p<.01) reflected
significantly positive associations with job performance. In contrast, dominating style
(r=-372, p<.01) and avoiding style (r=-.297, p<.01) showed significantly negative
associations with job performance.

Table 1 Correlation Matrix of all VVariables

Variables 1 2 3 4 5 6 7
ACC 1

INTG 5977 1

COMP 5627 | 625 1

OBLG 5977 | 580" | 647 1

DOMNTG -458" | -4737 | -4167 | -3177 1

AVDNG -555° | -405" | -468" | -358" | .866 1
JOBPERF 5127 | 664 | 508" | 501" | -372" | -297" 1
DISCUSSION

The results indicate that perceived accountability has a significant positive relationship
with job performance (r=.512, p<.01). Hence the public officials who sensed a greater
level of accountability towards their job responsibilities and work activities are likely to
show greater performance. These findings are comparable to the conclusions drawn by
other authors (Brown & Leigh 1996; Brunhart, 2013; Frink & Ferris, 1999; Kim, 2003;
Ranft et. al., 2007). Therefore, hypothesis one could not be rejected.

Integrating style (r=.664, p<.01), compromising style (r=.508, p<.01) and obliging style
(r=.501, p<.01) showed significantly positive relationships with job performance. In
contrast, dominating style (r= -.372, p<.01) and avoiding style (r= -.297, p<.01) showed
significant negative relationships with job performance. Hence, the results revealed that
the public officials’ use of more integrating, compromising or obliging style would
improve the public officials’ job performance. Alternatively, public officials’ use of
dominating or avoiding style would be detrimental to his or her job performance. These
findings confirm the theoretical foundations and conclusions based on other researches
on conflict management styles and performance (Cohen & Bailey, 1997; Hocker &
Wilmot, 1998; Montoya-Weiss et al., 2001; Norton, Parry, & Song 1994; Rahim, 2000;
Rahim et al., 2001). Therefore, hypotheses H2 to H6 were not rejected.
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LIMITATIONS AND RECOMMENDATIONS

Firstly, the generalizability of the study findings is limited. The researcher has examined
the public officials who are employed in the federal and provincial governments in
Pakistan mainly serving at law enforcement agencies and regulatory bodies in Pakistan.
Possibilities of differences may exist in the selected public sector organizations and other
public organizations operating in Pakistan. Therefore, the findings of this study should be
cautiously interpreted for public officials who hold any administrative, executive,
legislative, or judicial positions.

Secondly, the study is based on data collected through self-reported questionnaires that
may increase the risk of the study participants for not responding accurately, honestly or
completely on the survey form as self-reported questionnaires have been documented for
known limitations (Aiman-Smith & Markham, 2004). This study utilized the convenient
sampling approach which may weaken the external validity (Singleton & Straits, 2010).
Finally, any outside variables affecting the study results could not be discounted.

However, a variety of avenues are open for making further advancement in future
researches. Future researches may focus on the effectiveness of different conflict
management approaches and determining what specific conditions or factors influence
the conflict management behavior of managers and their consequent job performances.
Also the future researches may consider using a mix of qualitative and quantitative
methods and may expand theory through ethnographic or grounded theory approaches.
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