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An Assessment of Organizational Commitment among the
Faculty Members of RUB Colleges
1TSHEWANG

NORBU

Abstract
Organizational commitment is a psychological construction of responsibility that an
employee has towards the mission and direction of an organization. This study
attempted to assess the level of organizational commitment among the faculty members
of the constituent colleges of the Royal University of Bhutan. The problem of many
organizations today is not just to have more skillful and intellectual employees in each
and every department, but also to find the right talented employees with positive
attitude and commitment to their work. Employees’ involvement with the organization
could be minimal if they do not feel the sense of engagement with the organization they
work for. This observation has brought about the purpose and need for this study,
which is to examine the level of organizational commitment. With a quantitative
research design, this study adopted a cross-sectional online survey method of data
collection with a sample size of 197 from all the constituent colleges of RUB.
Descriptive statistics, means, independent samples t-test and correlation analysis were
performed to generate the relevant results. The result reveals that overall commitment
level of the faculty members are relatively poor and male faculty members tend to
report slightly higher level of commitment compared to female faculty members.
Keywords: Organizational Commitments, Affective, Continuance and Normative,
Introduction
Organizational commitment refers to employees’ psychological attachment towards
their organization. Commitment is a force that guides a course of action towards one
or more targets (Meyer, 2002). It has been theorized that commitment is a
multidimensional construct and that the antecedents, correlates, and consequences of
commitment vary across many dimensions (Meyer, 2001). A widely used model of
organizational commitment as a multidimensional construct is (Meyer & Allen, 1997)
Three-Component Model of Commitment. This model refers to the three forms of
commitment that is affective, continuance, and normative commitment (Meyer et al.,
1997). Affective commitment is explained as an emotional attachment to the
organization. Continuance commitment is the perceived costs associated with leaving
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the organization. Normative commitment refers to the perceived obligation to remain
in the organization (Meyer, 2001).
It has been suggested that employees who exhibit high organizational commitment are
least likely to leave the organization while employees with low levels of organizational
commitment are the most likely to leave the organization voluntarily (Huselid, 1991).
Organizational commitment is a leading factor impacting the level of achievement in
many organizations. Studies have been conducted on the relationship of organizational
commitment either towards job satisfaction, job involvement or perceived
organizational support (Meyer et al., 1997). However, only a few have been carried out
on the collaboration of these three factors towards the organizational commitments.
The success or failure of an organization is closely related to the effort and motivation
of its employees. The motivation of employees is often the product of their
commitment towards their job or career. Work commitment is an extremely important
topic for organizations to understand. The level to which an employee engages in his
or her work (job involvement), commits to and believes in the organization's goals and
purpose (organizational commitment), desires to work (work ethic), and commits to a
specific career or profession can all have an impact on an organization.
Today's educational institutes are expected to perform more with fewer resources.
Therefore, it is extremely important for educational institutes to retain their highly
productive and performing employees. “Employees who are engaged in their work and
committed to their organizations give institutes crucial competitive advantages including higher productivity and lower employee turnover" (Vance, 2006, p.1). A
study by Christopher, Zabel and Jones (2016) reveals that organizational commitment
plays a great deal of importance on the level to which employees are engaged in their
jobs and how committed the employees are to the organization. The review of extant
literature suggests that there is hardly any study that has been looked from multi
dimensionality perspective of commitment within educational institutions. Further
justification for taking up this research project is provided below.
Problem Description
Employees of Royal University of Bhutan (RUB) are no different from the employees
of other organizations in terms of their professional engagement. Organizational
commitment is likely to vary in large organizations like universities, yet it is mostly
conceptualized at the organizational level and not sub-unit level. The literatures clearly
indicate that without employees’ commitment it will be very difficult for the
organization to meet their expected goals and objectives. Achieving the RUB’s vision
of becoming internationally recognized university steeped in GNH values could be a
distant dream if the employees working in different colleges are not committed to his
or her profession. After the introduction of new human resource policy from July 2017,
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employees from different position levels raised a concern about the possible impact of
HR policy on their profession through online as well as during the various meetings
and gatherings. Such concern clearly demonstrates the nature of commitment they have
towards their profession. Without understanding the level and the nature of faculty’s
commitment, it would be a daunting task for the management to device any strategy to
retain them.
Employees who have high feelings of loyalty to an organization are shown to be
emotionally attached to the organization. Because of this loyalty, one is willing to
accept organization’s goals and values as his or her own. Such type of commitment is
called an affective commitment (Hawkins, 1998) and it is typically the one where
organizations look forward to having in their employees. Other two dimensions of
commitment are continuance and normative commitment. Continuance commitment is
manifested by an employee who maintains commitment to the organization because
he/she is unable to match the benefits with another employer (PSUWC, 2014), while
an employee who feels to stay with the organization because of perceived obligation is
called normative commitment. Employees showing high on continuance and normative
commitment are perceived to have minimal impact on organizational growth (Maurer
& Lippstreu, 2008).
Review of the existing literature suggests that no such study has been carried out to
determine the nature of faculty’s commitment among colleges under the Royal
University of Bhutan. Moreover, the studies existing on commitment are either based
on examining only one of the dimensions of commitment. Therefore, this research
attempts to assess these three dimensions of commitment among the faculty members
of RUB colleges. The findings from this study is expected to help the college
management and other relevant agencies to embark on devising appropriate strategies
to reduce the number of faculty who are high on continuance and normative
commitment. This study, perhaps, would help in filling the gap in the literature by
considering all the dimensions of commitment in one study as it aims to achieve the
following research objectives.
Research Objectives
1) To examine the variability between male and female on Affective commitment
2) To study the variability between male and female on Continuance commitment
3) To evaluate the variability between male and female on Normative
commitment
4) To assess which college employees report better Organizational commitment
(Affective, Continuance and Normative)
5) To evaluate the existence of relationship between Organizational Commitment
with Affective, Continuance and Normative type of commitments.
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Literature Review
Theoretical Framework
The theory used for this current study was derived from Meyer and Allen’s (1997)
research on commitment. They proposed that individuals become committed to an
organization for any of three psychological reasons labeled as affective, continuance,
and normative. Affective commitment is viewed as an individual’s “emotional
attachment to, identification with, and involvement with the organization” (Meyer &
Allen, 1997, p. 11). For continuance commitment, an employee chooses to stay with
an organization due to awareness of the costs associated with leaving it. In normative
commitment, an individual continues employment due to a sense of obligation. Each
of these three components of organizational commitment may be experienced
simultaneously and at different levels by all individuals in an organization (Meyer &
Allen, 1997). Over the past 25 years, researchers have observed limitations of early
models and measures of organizational commitment and have argued they did not fully
explain an individual’s commitment to an organization (Mayer & Schoorman, 1998).
Most notably, Meyer and Allen (1990) re-conceptualized organizational commitment
as a multi-dimensional construct consisting of three components: affective,
continuance, and normative commitment and it has become a widely-accepted
theoretical framework in commitment research (Meyer, Becker & Vandenberghe,
2004). The following sections discuss the dimensions of organizational commitment
and how each of those are critical for the organizational growth and development.
Definition of Organizational Commitment
There are a number of definitions for organizational commitment; there are some
commonalities in the various definitions. Mowday, Steers and Porter (1979) defined
organizational commitment as the relative strength of an individual’s identification
with and involvement in a particular organization. Other researchers have defined
organizational commitment as the psychological attachment that individuals develop
toward an organization (Fiorito et al., 2007; Wright & Kehoe, 2007). More recently,
Shore, Tetrick, Lynch and Barksdale (2012) defined organizational commitment as the
degree to which an individual embrace the values and goals of an organization. The
key notion in each of these definitions is that organizational commitment is a major
variable that influences a number of organizational outcomes such as employee job
performance and job satisfaction, personnel turnover, and organizational citizenship
behavior. Gelade, Dobson, and Gilbert (2006) indicated that organizational
commitment should be of interest to organizations because there is a body of research
that links levels or organizational commitment to a number of outcomes for an
organization.
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Two distinct perspectives on the concept of organizational commitment have emerged:
behavioral (Alutto, Hrbiniak, & Alonso, 1973; Blau, Surges, & Ward-Cook, 2003) and
attitudinal (Etzioni, 1965; Kanter, 1968). Mowday et al. (1979) defined organizational
commitment primarily in terms of an attitudinal approach. From their perspective,
organizational commitment is the “relative strength of an individual’s identification
with and involvement in a particular organization that is characterized by three factors:
(1) a strong belief in and acceptance of the organization’s goals and values, (2) a
willingness to exert considerable effort on behalf of the organization, and (3) a strong
desire to maintain membership in the organization” (p. 226). Alutto et al. (1973) and
Blau et at. (2003) contended that their definition does not exclude the possibility that a
person is committed to other aspects of the environment, such as family and friends,
nor does it mean that an individual will display all three of these attributes (Zangaro,
2001). Weiner and Vardi (1980) viewed the concept more from a behavioral
perspective and referred to organizational commitment as one’s persistence in making
sacrifices for the good of the organization. Organizational commitment from a
behavioral perspective describes a person’s preoccupation with the organization as
evidenced by personal time devoted to organizational activities. More generally an
employee displaying less of these attitudinal or behavioral attributes in terms of his or
her employing organization may be more likely to leave and be at greater risk of
turnover resulting in non-achieving of the organizational goals (Price, 2009).
Allen and Meyer (1996) presented organizational commitment as multidimensional
and containing affective, continuance, and normative components. Their
conceptualization suggested that employees either “want to”, “need to”, or “feel they
should” remain in an organization (Meyer et al., 1997). They conceptualized
organizational commitment as a three-dimensional model, with each dimension
describing a core aspect of organizational commitment. Affective commitment
involves the emotional (Kanter, 1968) or attitudinal (Sheldon, Turban, Brown, Barrick,
& Judge, 2003) attachment of people to the organization. Continuance commitment is
related to a balancing of the costs of leaving an organization and the benefits of staying.
This component matches Becker’s side-bet theory (Kanter, 1968). Normative
commitment is related to internalized pressures to act in ways that comport with
organizational goals and interests. This component suggests that employees feel a
moral need to stay in the organization. Meyer and Allen (1997) argued that these
dimensions capture different aspects of the multifaceted construct of organizational
commitment and that the gestalt of commitment emerges.
According to Allen et al. (1990), organizational commitment is a psychological force
that binds employees to their organization and makes turnover less likely. High levels
of commitment also contribute to the performance of required job tasks (Meyer et al.,
2002). Because commitment results from qualitatively different mindsets (Meyer &
Herscovitch, 2001), it is a multidimensional construct (Jaros et al., 1993). Based on
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this assessment, organizational commitment is commonly conceptualized as
encompassing three forms: affective, normative, and continuance (Allen et al., 1990).
Affective Organizational Commitment
Affective commitment (AOC) involves an emotional attachment to, involvement in,
and identification with one’s organization, all of which are based on a desire to belong.
Affective organizational commitment arises from the perception of positive social
exchanges between the employee and organization. These exchanges are typically
based on one’s perceptions of support (Eisenberger, 1990; Shore, Tetrick, Lynch, &
Barksdale, 2006) and fairness (Cohen-Charash & Spector, 2001). AOC is the most
widely studied base of commitment because it tends to be the best predictor of work
criteria (e.g., job performance and withdrawal) relative to the other commitments
(Meyer et al., 2002).
Normative Organizational Commitment
Normative commitment (NOC) derives from a perceived obligation to maintain
membership, which is grounded in a sense of morality. Normative organizational
commitment is thought to result from early socialization experiences with one’s culture
and family (Meyer & Allen, 1997). Like AOC, it has been found to relate favorably to
many work attitudes and behaviors. The high correlations that have been observed
between AOC and NOC have, however, led some researchers to question the
usefulness of NOC (Cohen, 2007). In spite of this, research still favors the distinct
nature of AOC and NOC (Meyer et al., 2002).
Continuance Organizational Commitment
Lastly, continuance commitment (COC) is derived from the perceived costs of leaving,
including the loss of desired investments and few job alternatives. Paralleling the social
exchanges that underlie AOC, COC is linked to employee–organization economic
exchanges (Shore et al., 2006). Becker (1960) laid the groundwork for the concept of
COC with his side-bet theory. This theory states that commitment results from the
accumulation of economic investments or side-bets that would be lost if the employee
discontinued membership in the organization. Becker’s (1960) side-bet commitment
was later labeled COC by Meyer and Allen (1984).
Impact of Organizational Commitment
Several researchers have noted that organizational commitment has a strong
relationship to employee performance and productivity (Bryson & White, 2008; Fiorito
et al., 2007; Wright & Kehoe, 2007). Chew and Chan (2008) observed that when
employees are committed to the organization, they can devote their time and effort to
working on different roles within the organization. This increased concentration
frequently results in increased effort and productivity from the employees. Fiorito et
al. (2007) has presented the argument that organizational commitment results from the
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process of building employee trust in an organization. When employees have trust in
an organization, they are not influenced by decisions to look for other jobs, and
consequently they have fewer distractions that might affect their performance.
According to Sadegina et al., (2011), employees who have high levels of organizational
commitment especially affective commitment will tend to exert more effort in pursuit
of the organization’s goals and will identify more with the organization's goals. Wright
and Kehoe (2007) proposed that human resource management within organizations
should be tasked with measuring the levels of organizational commitment among
employees. Chew and Chan (2008) also proposed that employees’ turnover intentions
and rates could be an indication of their levels of organizational commitment. The main
premise of the cited literature is that building organizational commitment is crucial step
that can result in improved employee performance and productivity (Bryson & White,
2008; Chew & Chan, 2008; Fiorito et al., 2007; Wright & Kehoe, 2007).
Methodology
Research Design
The purpose of this study was to examine the levels of organizational commitment
among the faculty members of the Royal University of Bhutan. More specifically, this
research has determined if the levels of affective, continuance and normative
commitment of faculty members differed significantly among the constituent colleges.
This study has adopted a cross-sectional research design. Cross sectional method of
data collection seems to be the most appropriate technique since this particular method
is relatively quick and easy to conduct. In addition, this study requires collecting data
only once and multiple outcomes and exposures can be studied. It utilized quantitative
survey methods with appropriate sampling procedures in order to make inferences
about all faculty members of every constituent college by using a smaller,
representative sample of the population.
Sample
The sample was drawn from the nine constituent colleges under the Royal University
of Bhutan that employ approximately 530 faculty members (RUB, 2017). Web linked
survey was sent to all the faculty members of the constituent colleges through email.
A total of 197 faculty members have responded to the survey questionnaire which
accounted close to 37% of the response rate. Response rate above 30% is considered
reliable to perform statistical analysis.
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Measurement Instrument
Affective, continuance and normative commitment was measured using three 6-item
scales developed by Meyer, Allen, and Smith (1993). Using a 5-point Likert scale,
respondents were requested to indicate their level of agreement on a scale ranging from
(1) strongly disagree to (5) strongly agree. Higher scores indicated a higher
commitment level. A study conducted by Gellatly, Hunter, Currie, and Irving (2013)
is one example where they have used the commitment scale developed by Meyer,
Allen, and Smith (1993). The co-efficient alphas reported in their study were 0.85 for
affective commitment, 0.83 for continuance commitment and 0.77 for normative
commitment. Thus, the measurement scales used in this study ensures certain degree
of validity and reliability of the scale.
Results
Descriptive statistics has been used to report the results relating to the demographic
information of the respondents. As shown in Table 1, highest numbers of responses
were received from Sherubtse College followed by Jigme Namgyel Engineering
College. On the other hand, Gyelpozhing College of Information Technology saw the
least number of responses.
Table 1. Number of responses from each college
Name of the College
Gyelpozhing College of Information Technology
College of Natural Resources
College of Science and Technology
College of Language and Cultural Studies
Jigme Namgyel Engineering College
Paro College of Education
Samtse College of Education
Sherubtse College
Gedu College of Business Studies
Total

Number of Responses
7
20
18
16
31
22
23
37
23
197

Among the eight position title options, faculty members within lecturer position have
responded the highest with 63 responses. Only 4 responses were received from
instructor position as shown in Table 2.
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Table 2. Number of responses by position
Title of the Respondents
Number of Responses
Professor
5
Associate Professor
14
Assistant Professor
26
Senior Lecturer
44
Lecturer
63
Associate Lecturer
35
Assistant Lecturer
6
Instructor
4
Total
197
As depicted in Table 3, respondents constituted 121 males and 76 females. Among the
total respondents, 92% were Bhutanese and 8% were expatriates from India and foreign
nationals.
Table 3. Responses by gender
Gender

Number of Responses

Male

121

Female

76

Total

197

Respondents within the age bracket of 31- 35 years were the major responders in this
study. On the other hand, only 3 responses were received from the respondents who
were above 51 years as shown in Table 4.
Table 4. Respondents by age group
Respondents by Age Group
21 - 25 Years
26 - 30 Years
31 - 35 Years
36 - 40 Years
41 - 45 Years
46 - 50 Years
Above 51 Years
Total

Number of Responses
15
26
76
39
22
16
3
197
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Respondents who have been teaching for 6 – 10 years at the college were the highest
respondents to this survey followed by respondents within 11 – 15 years of teaching
experiences. The least respondents who responded to this survey were those who had
26 – 30 years of teaching experiences as shown in Table 5.
Table 5. Respondents’ teaching tenure at the college
Teaching Tenure
Number of Responses
Less than 5 Years
32
6 - 10 Years
70
11 - 15 Years
61
16 - 20 Years
7
21 - 25 Years
25
26 - 30 Years
2
Total
197
The inferential results were determined using other statistical analysis tools available
in SPSS such as independent samples t- test, mean and correlation analysis to test the
hypotheses.
Hypothesis 1: There is no variability between genders as how they report on affective
commitment.
Table 6. Group statistics
Group Statistics

Affective
Commitment

Gender of the
Respondents
N
Male
121
Female
76

Mean
2.89
2.41

Std.
Deviation
1.31
1.12

Std.
Error
Mean
0.12
0.13

268

Bhutan Journal of Business and Management, June 2020
Vol. 3 (1), 259-278
Table 7. Independent samples test
Independent Samples Test
Levene's Test
for Equality of
Variance
F

Affective
Commitment

*p < 0.05

Equal
variances
assumed
Equal
variances
not
assumed

Sig.

14.11 0.00

t-test for Equality of Means
t

df

Sig.
(2tailed)

Mean
Diff

Std. Error
Diff

2.69 201.00

0.01

0.48

0.18

2.79 179.31

0.01

0.48

0.17

Both male and female reported lower mean score on affective commitment domain
(Male 2.89; Female 2.41) shown in Table 6. To assess if difference in mean scores are
statistically significant enough, an independent samples t- test was performed.
Additionally, the assumption of homogeneity of variances was tested and satisfied via
Levene’s F test, F (201) = 14.11, P < 0.05. The F test results indicate the variability
between male and female group reporting affective commitment statistically
significant, t (179.31) = 2.79, p < 0.05 as reported in Table 7. Therefore, it may be
concluded that the study has failed to accept the null hypothesis and research
hypothesis was accepted.
Hypothesis 2: There is no variability between genders as how they report on
continuance commitment.
Table 8. Group statistics
Group Statistics

Continuance
Commitment

Gender of the
Respondents
N
Male
121.00
Female
76.00

Mean
2.31
1.87

Std.
Deviation
0.85
0.55

Std.
Error
Mean
0.08
0.06
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Table 9. Independent samples test
Independent Samples Test
Levene's Test
for Equality
of Variances t-test for Equality of Means
Sig.
(2Mean
F
Sig.
t
df
tailed) Diff
Continuan Equal
ce
variances 25.67 0.00
3.95 201.00 0.00
0.43
Commitm assumed
ent
Equal
variances
4.36 200.19 0.00
0.43
not
assumed
*p < 0.05

Std.
Error
Diff
0.11

0.10

Similarly, both male and female reported lower mean score on continuance
commitment domain (Male 2.31; Female 1.87) as shown in Table 8 which is even lesser
mean score compared to affective commitment. To assess if difference in mean scores
are statistically significant enough, an independent samples t- test was executed.
Additionally, the assumption of homogeneity of variances was tested and satisfied via
Levene’s F test, F (201) = 25.67, P = 0.00. The F test results indicate the difference
between male and female group reporting continuance commitment statistically
significant, t (200.19) = 4.36, p = 0.00 as reported in Table 9. Therefore, it is concluded
that the analysis has failed to accept the null hypothesis and research hypothesis was
accepted.
Hypothesis 3: There is no variability between genders as how they report on normative
commitment.
Table 10. Group statistics
Group Statistics

Normative
Commitment

Gender of the
Respondents
N
Male
121.00
Female
76.00

Mean
2.62
2.24

Std.
Deviation
1.12
0.96

Std.
Error
Mean
0.10
0.11
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Table 11. Independent samples test
Independent Samples Test
Levene's
Test for
Equality of
Variances

t-test for Equality of Means
Sig.
Std.
(2Mean Error
t
df
tailed) Diff
Diff

F
Sig.
Normative
Equal
Commitment variances 11.50 0.00 2.50 201.00 0.01
assumed
Equal
variances
2.59 179.34 0.01
not
assumed
*p < 0.05

0.39

0.15

0.39

0.15

The male group (N = 121) reported normative commitment with the mean score of
2.62(SD = 1.12). By comparison, female group (N = 76) reported numerically lesser
normative commitment M = 2.24 (SD = 0.96) as reported in Table 10. To test the
hypothesis that the male and female do not report normative commitment statistically
significantly different, an independent samples t- test was performed. Additionally, the
assumption of homogeneity of variances was tested and satisfied via Levene’s F test,
F (201) = 11.50, P = 0.01. The F test results reveal that the variability in mean scores
between male and female is statistically significant, t (179.34) = 2.59, p = 0.01 as
reported in Table 11. Therefore, it may be concluded that the study has failed to accept
the null hypothesis and research hypothesis was accepted.
As a whole, all the three test variables revealed low level of commitment from both the
genders with male faculty members reporting slightly higher commitment compared to
the female counter parts.
Hypothesis 4: Organizational Commitment of the faculty members is related to
Affective, Continuance and Normative types of commitments.
The hypothesis 4 analysis was performed using Pearson Correlation analysis to
determine the relationship between the test variables as shown in Table 12.
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Table 12. Correlation analysis of organizational commitment
Affective
Continuance
Commitmen Commitmen
Variable
t
t
0.866**
Organizationa Pearson Correlation 0.953**
l Commitment Sig. (2-Tailed)
0.000
0.000
** Correlation is significant at the 0.01 level (2 tailed)

Normative
Commitmen
t
0.964**
0.000

The analysis reveals significantly strong relationship between organizational
commitment of the faculty members with affective commitment domain (0.953**),
continuance commitment domain (0.866**) and normative commitment domain
(0.964**). All these sub-dependent variables are correlated positively and significantly
with each other. Hence, hypothesis 4 was accepted positively. Overall, the analysis
indicated all three test variables are strongly correlated with organizational
commitment.
Mean analysis was performed to assess which college reports high on each dimension
of organizational commitment dimensions. Figure 1 shows the different mean score
reported by different colleges on each of the organizational commitment dimensions.
Figure 1. Mean score on each dimension of organizational commitment
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Sherubtse College reported the highest mean score of 2.41 on affective commitment
and College of Language and Cultural Studies reported the lowest mean score of 1.96
on 5-point scale among the colleges. On continuance commitment front, Gedu College
of Business Studies reported highest mean score of 2.88 and Paro College of Education
reported the lowest mean score of 1.83. Gedu College of Business Studies is found to
report highest (3.49) on normative commitment and College of Science and
Technology with lowest with 1.89 mean score.
The average mean score among the colleges on each of the organizational commitment
dimensions is shown in Figure 2. On an average, faculty members have reported lowest
on affective type of commitment and highest on normative type of commitment.
However, a closer inspection of the mean scores reveals that mean reported on each of
the dimension of the organizational commitment are relatively low when accounted on
5-point measurement scale.

Figure 2. Average mean score
Analysis of Findings
From the findings it is clear that the male faculty and female faculty members have
reported differently on all three dimensions of organizational commitment. In all three
analyses, it was observed that female faculty members have reported lower
commitment compared to their male counterparts. This probably could be due to the
multiple responsibilities the female faculty members have to take up including
managing the household responsibilities. A similar observation was reported among
the female lecturers in Chinese colleges. One of the prominent reasons for low
commitment among female lecturers was cited to be due to multiple responsibilities
the female employees had to assume (Chew & Chan, 2008). In addition, study by
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Bryson & White (2008), Fiorito et al. (2007), and Wright and Kehoe (2007) also
suggested that when an individual is not able to cope up with multiple responsibilities
one tends to exhibit lesser commitment to their organization.
Meyer and Allen (1991) define affective commitment as “the employee’s emotional
attachment to, identification with, and involvement in the organization” (p. 67). This
is generally seen as a favorable form of commitment, meaning that the individual stays
with the organization because they want to stay. The findings of this study reported an
overall mean score of 2.18 for affective commitment domain which is just below the
response anchor range for “Neither agree nor Disagree” (2.00–2.99) on the five-point
scale. The mean scores for continuance and normative commitment are not
significantly different compared to affective commitment.
For the continuance commitment, the results of the current study reported a mean of
all the faculty members of Royal University of Bhutan to be 2.22 (SD = 0.78) which is
again just below the response anchor range for “Neither agree nor Disagree” (2.00–
2.99) on the five-point scale. Compared to affective and continuance commitment,
faculties of the Royal University of Bhutan reported slightly higher mean on normative
commitment (mean = 2.44, SD = 1.08) but still below the response anchor range for
“Neither agree nor Disagree” (2.00–2.99) on the five-point scale.
Faculties who have high feelings of loyalty to an organization are shown to be
emotionally attached to the organization. Because of this loyalty, faculties may be
willing to accept the college’s goals and values as his/ her own goals. This type of
commitment is typically the one where organizations would like to have in their
employees. Continuance commitment is manifested by an individual employee who
maintains commitment to the organization because he/she is unable to match the
benefits with another employer (PSUWC, 2014). An employee who feels to stay with
the organization because of perceived obligation is normative commitment. Employees
showing high on continuance and normative commitment are shown to have minimal
impact on organizational growth (Maurer & Lippstreu, 2008).
The overall analysis of the current study indicates that the faculties serving in various
colleges under the Royal University of Bhutan exhibit low affective commitment and
slightly high normative commitment which must be a concern for every college in
particular and the Royal University of Bhutan in general. Ideally, for the colleges to
move forward, faculty members exhibiting more of an affective commitment type may
be needed compared to having more faculty members with continuance and normative
commitment.
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On the other hand, teaching staff of the Royal University of Bhutan tend to indicate
that their commitment to their respective colleges are significantly related to the three
dimensions of organizational commitment (affective, continuance and normative).
This was evident through performing correlation analysis where all three dimensions
were correlated with organizational commitment statistically significant at less than p
- value of 0.01.
Direction for Future Research
The current study reveals that the faculty members’ commitment level is relatively
poor. In addition, female faculty members tend to exhibit lesser commitment level
compared to male faculty members. The future researchers may explore the possible
causes for exhibiting low commitment level among the faculty members and
particularly as why female faculty members reports lesser commitment. In addition,
future study may consider examining the commitment according to the marital status.
Conclusion and Limitations
This study was conducted to assess the commitment level of the faculty members
among the constituent colleges of the Royal University of Bhutan. From the results,
male faculty members seem to report slightly higher levels of commitment compared
to female faculty members. All three dimensions of organizational commitment
(affective, continuance and normative) were seen to have a positively significant
relationship with organizational commitment. However, the level of commitment
exhibited by the faculty members among the colleges seems to be poor in general. This
research shows that in order to improve an organization’s overall performance,
respective colleges may consider instituting programs and benefits that may help in
fulfilling their desire which in turn may reciprocate by willing to be attached to the
respective colleges.
There are few limitations associated with the current study. Firstly, equal proportion of
respondents between male and female would have provided more accurate findings.
Secondly, qualitative study design might have provided an opportunity to better
understand the reasons as how the respondents reports to different dimensions of
commitment. Finally, the study did not differentiate the respondents according to their
marital status. The responses provided by the respondents might have been highly
influenced by their marital status.
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Organizational Architecture of Human Resources
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Abstract
In the human resource-based view of an organisation, resource heterogeneity of the
firm provides sustainable competitive advantage. The two core variables that define
the resource heterogeneity are the content capital (human capital) and the contextual
capital (organisational and managerial processes) of the firm. Using the architectural
designs that specify the gradient of organisational performance, this paper suggests
the organisational architecture of human resources, delineating the mechanisms of
content capital and contextual capital formations. The general model of architecture
explains the key variables that architect the content capital and contextual capital. The
interactive architectural designs specify the patterns of interaction between the
contextual capital processes like leadership, decision-making, communication,
motivational strategies, control systems, innovation processes and organisational
culture that interact with the content capital of weak and strong patterns producing
varying organizational performance outcomes.
Keywords: Human Resources, Architecture, Architecture of Human Resources,
Organizational Architecture of Human Resources
Organisational Architecture of Human Resources
Resource-based view of the organization draws on the composite and the
heterogeneous resources endowed with it that results in competitive advantage. Human
resource-based view of the organization implies the organization’s competitive
advantages and core competences in relation to the human capital resources that can
be characterized as valuable, rare, inimitable, and non-substitutable with an
organization (Kraijenbrink, Spender & Groen,2010; Barney & Wright, 1998). The
dynamic and the complex nature and functioning of employee resources are in
interaction with the managerial and organizational processes (Wright, Dunford &
Snell, 2001). Employee resources are generally grouped into cognitive and noncognitive resources that include cognitive abilities, emotional resources, motivational
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processes and related intra-individual and interpersonal processes. The organizational
resources are drawn from the managerial and organizational processes of meso and
macro level processes in relation to managerial human capital, managerial social
capital, managerial cognition and organizational structural resource processes (Adner
& Helfat,2003; Schulze,1992). What it all leads to is the gradient of organizational
performance in the gradation of low to moderate to high. It is from the alignment and
interaction of employee resources with the organizational systems, structures,
processes and dynamic managerial capabilities that the performance of the
organization is influenced (Wright et al., 2001).
The architecture of human resources connotes the differing, reconfigured, recombined
and revitalized employee resources ordered in graded or hierarchical pattern (Sun,
2004; Lepak & Snell, 1999). The general pattern of human resource architecture
discussed in the extant literature corresponds to different employment modes followed
in the organization (Lepak & Snell, 1999). This paper focuses on developing an
architectural design in relation to employee resources and organizational and
managerial human resources which can either facilitate or inhibit the utilization of
employee resources. It is in this interaction that the organizational performance is
finally mapped onto different levels. To achieve this end the author presents a
conceptual literature review in the areas of human resources capital differentiations and
organizational and managerial processes architecture that frames the nature of the
problem being considered, following which the architectural considerations pertinent
to the contexture is considered. Finally, the general and specific architecture designs
that produce the gradients of organizational performance are discussed.
Conceptual Framework of the Study: Literature Review
Human-Resource Based View of the Organization (HRBV)
The central position of the Resource-Based View (RBV) is that “if a firm is to achieve
a state of sustained competitive advantage, it must acquire and control valuable, rare,
inimitable and non-substitutable (VRIN) resources and capabilities, and have the
organization (O) in place that can absorb and apply them” (Kraijenbrink et al., 2010,
p.2-3). Resources of a firm as interpreted in different forms include assets, capabilities,
organizational and management processes, firm attributes, information, knowledge,
and so on, which are tangible and intangible (Barney, 1991; Barney, Ketchen &
Wright, 2011). Firm attributes which provide distinctive competencies to the form can
also be in the functional areas of management (Hitt & Ireland, 1985). Resources also
refer to a wide range of “bonding mechanisms” like technology, management
information systems, incentive systems, trust between management and labour…(and)
human capital” (Amit & Schoemaker, 1993, p.35). Further Grant (1991) differentiates
between resources and capabilities wherein resources pertain to items of capital
equipment, skills of individual employees, finance and so on whereas capability of a
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firm implies “what it can do as a result of team of resources working together” (p. 120).
Hall (1992) further points to the importance of intangible resources like know-how,
reputation, culture and networks, “proactiveness, striving aspirations, a teamwork
approach, dilemma resolution and a learning capability” where managerial and
organizational processes in a wider sense become resources (Connor, 2002, p. 308).
This being the general nature of RBV characterized by resource heterogeneity and
resource immobility (or imperfectly mobile), the related theories are the knowledgebased theories of competitive advantage, resource-based theories of innovation and
resource-based theories of interfirm cooperation and the human–resource-based theory
of SCA (Barney et al., 2011). In the human-resources-based view of sustained
competitive advantage (SCA) that considers human resources in the VRIN and
VRIN/O framework (Kraijenbrink et al., 2010), the interest now shifts to complexity,
structure and dynamic functioning of human resources leading to SCA of the firm
(Barney et al., 2011). HRBV of the organization place greater if not the greatest
premium on the human capital pool, HR systems, HR practices and HR configurations
which can be labelled as organization and management of human resources (OMHR),
together which define the structure of human capital resources (HCR) and managerial
and organizational processes triggering a firm’s growth (Palmer, 1987; Wright et al.,
2001; Ployhart & Hale, 2014; Garvin,1998; Mahoney & Pandian, 1992). HR capital
pool as a source of SCA implies high levels of skills, knowledge, abilities, motivation
and related behavioural processes that enhance the competitiveness of the firm (Wright
et al., 2001). In Hansen and Wernerfelt’s model (1989), organizational and behavioural
processes “explain about twice as much variance in profit rates as economic factors”
(Hansen & Wernerfelt, 1989, p. 406). These multidimensional phenomena of
organization-wide system and management of human resources-OMHR- (Barney &
Wright, 1998) in the patterns of motivation, group dynamics, job enrichment, decisionmaking, leadership, goal setting and planning etc according to Hansen and Wernerfelt
(1989) are the predominant sources of SCA and interfirm performance variations.
In explicating the HRBV of the firm, Boxall (1996) differentiates between human
capital advantage and human process advantage. Creating a pool of human talent of
competitively superior productive possibilities is the way to human capital advantage
whereas human process advantage is understood as a “function of causally ambiguous,
socially complex and historically evolved processes” in the form of learning,
cooperation and innovation (Boxall, 1996, p. 67).
HRBV of organizations is further corroborated by HR policies and practices that can
provide the much needed SCA as they are socially complex in the sense of the
contextualized and interactively linked processes and varying combinations and recombinations of the HR processes (Boxall, 1996). In the words of Boxall (1996) “one
might suggest that while knowledge of HR policies and practices is indeed widespread,

281

Bhutan Journal of Business and Management, June 2020
Vol. 3 (1), 279-301
the knowledge of how to combine, implement and refine them with a context may not
be” (Boxall, 1996, p. 67). In other words, OMHR are sources of SCA as they can be
transformed into unique, causally ambiguous and difficult to imitate systems of
resources (Collins and Clark, 2003). Further, building of social networks, TMTs (top
management teams) and networks significantly contribute to providing the platform
for creating the SCA (Hall, 1992; Barney, 2011) where the individual and group-level
resources and organization and management of resources are VRIN/O.
A further distinction of the human resources that the authors choose to adopt in this
paper can be made along the lines of the distinctions made by Amit and Schoemaker
(1993), who differentiate between resource capabilities and process capabilities and
the distinction suggested by Boxall (1996) as human capital advantage and human
process advantage. Here the HR systems, practices, activities and processes are
differentiated from the human capital pool, together which we define the HRBV of the
organization. It comprises of the way of managing human resources based in the
organization (VRIN/O) and the human capital pool of the organization (VRIN). In
other words, the contextual view of HRBV implies the framework of managing HR in
the organizational processes and the content view of HRBV implies the stock and the
process of the human capital employed. The content capital and the contextual capital
surmises the HRBV of the organization which also encompasses what is otherwise
called intellectual capital deciphered into human capital, social capital, managerial and
organizational capital, all of which are enveloped under the umbrella term OMHR
(Youndt & Snell, 2004; Garvin, 1998; Mathews, 2018).
Now the pertinent point is that in the consideration of the content capital, that is the
“skills embodied in a worker” (Barro & Sala-i- Martin, as cited in Growiec, 2010, p.
2), the knowledge, the abilities and the psycho-social resources (Foss, Klein, Kor &
Mahoney, 2008 ) at the individual and group level contribute to SCA in interaction
with the contextual capital of human resources systems. It is in the interaction between
the innovative HR practices/managerial and organizational processes and the content
capital that the firms gain a foothold in the competitive arena and surge ahead in the
competitive landscape (Mac Duffie, 1995; Schulze, 1992; Wright et al., 2001).
In discussing the contextual capital, one is directed to the HR practices in their
interdependent and interacting organizational logic which in other words imply
“bundles” of HR practices (Mac Duffie, 1995, p. 199). A bundle of interrelated,
cohesive and internally consistent and even overlapping practices contribute to firm
performance rather than the use of individual HR practices (Mac Duffie, 1995). HR
practices configured as “systemic property (exerting) a powerful pull toward internal
consistency within these bundles and a complementary relationship between them”
create value in an inimitable manner producing SCA (Mac Duffie, 1995, p. 209;
Youndt & Snell, 2004).
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OMHR with the properties of VRIN/O (Kraijenbrink et al., 2010; Foss et al., 2008) can
be further understood as a series of continuous or intermittent functional and crossfunctional “activities that are naturally connected together with work flowing through
these activities for a particular outcome/purpose” infusing organizational flexibility
and agility (Bititci, Ackermann, Ates, Davies, Garengo, Gibb et al., 2011). These
managerial and organizational capital (Wiig, 1997) are explicitly and implicitly
implied in the functions of human resource management, leadership, transformative
and creative processes, learning, communication, decision-making, administrative and
work processes and organizational practices in the theorizing of Davenport (1993) and
Garvin (1998).
The primary consideration in the HRBV is the focus on “resources as a fundamental
determinant of firm performance” be it any form of resource as long as it has productive
value (Schulze, 1992, p. 37). In this line of thinking, Schulze (1992) refers to the aspect
of resource heterogeneity, that is “differences between the resource elements of
competing firms” (Schulze, 1992, p. 38). Accordingly, resources are constantly
created/recreated, configured/reconfigured, combined/recombined in the interactional
process that constantly undergo in the organization between the content capital and the
contextual capital. So, to say, “human, physical and intangible capital interact over
time to create value” (Schulze1, 992, p. 39). This interaction resulting in resource
vitalization, agility and reconfiguration build up the resource heterogeneity of a firm
providing the organization with a unique SCA (Nyberg, Moliterno, Hale & Lepak,
2012). The dynamic capability view reflects the same view of resources as
“represent(ing) an organization’s ability to rapidly, and with minimum disruption,
extend, integrate, build, modify and reconfigure its resource base of tangible, intangible
and human resources” (Bititic et al., 2011, p. 855).
In relation to mechanisms that contribute to resource heterogeneity creation, Bititic et
al. (2011) refer to the structured view of dynamic capabilities that is rooted in
organizational learning, emergent view of dynamic capabilities, dynamic capabilities
as routines and a host of organizational and behavioural processes that add to resource
heterogeneity.
The unpacking of the “black-box” (Garvin, 1998, p. 1; Wright & McMahan, 2011) of
resource heterogeneity involves understanding the mechanisms of the interaction
between HR policies/practices/organizational and managerial processes or the
contextual variables as it is labeled here and the human capital or the content capital
leading to an architectural configuration of HCR and organizational performance
(Nyberg et al., 2012, p. 318). Predictably this interaction is the result of a top-down
and bottom-up process and it is top -down in the sense of organizational processes and
bottom-up in the sense of individual-level constructs (Polyhart & Moliterno, 2011;
Nyberg et al., 2012; Davenport, 1993).
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It is in this respect that the reference of Storey (1995) to HRM “as a distinctive
approach to employment management which seeks to achieve competitive advantage
through the strategic deployment of a highly committed and capable workforce, using
an integrated array of cultural, structural and personnel techniques” wherein the
implication is that capabilities take on a dynamic nature (Storey, 1995, p.5 ). “Dynamic
capabilities emphasize management capabilities and inimitable combinations of
resources that cut across all functions, including R&D, product and process
development, manufacturing, human resources and organizational learning” (Lawson
& Samson, 2001, p. 379). Human capital development and organizational performance
are so intertwined that it is in the learning activities and managerial and interpersonal
interactions that these are shaped and moulded (Lin, Yu-Ping Wang, Wang & Jaw,
2017).
The thrust of this paper is captured in “strategists who embrace the RBV point out that
competitive advantage (core competence) comes from aligning skills, motives, and so
forth with organizational systems, structures, and processes (italics original) that
achieve capabilities at the organizational level” (Wright et al., 2001, p. 710) and “the
central role of managers deploying experience and game skill, in fitting the strategic
assets to elusive and mutating environmental settings (human capital resource structure
available). The perceptiveness of the actors (managers) in interpreting environmental
signals is, therefore, an aspect of the tacit strategic asset of effective management
itself…” (Connor, 2002, p. 309). In other words, it is the managerial and organizational
processes that alter the resource-base, acquire, chisel, integrate, recombine and
reconfigure it so as to infuse the organization with heterogeneous resources-VRIN/O
(Eisenhardt & Martin, 2000; Connor, 2000). And unquestionably, “the most distinctive
and inimitable resources available to firms “are its human resources which are
considered to be complex, dynamic and unpredictable in a changing and unstable
environment (Kang, Morris & Snell, 2003, p. 4) that can be architected in static,
dynamic and gradient levels. And it is here that OMHR (content and contextual capital)
and organizational performance can be clearly delineated (Eisenhardt & Martin, 2000).
And by identifying this implied relation, the differences in organizational performance
and the quality of HCR can be expressed in terms of low to moderate to high
performance.
In relation to the designing of human resources the next aspect to be considered is the
nature of the architectural design.
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The Architectural Considerations
The organizational architecture of human resources is derived from the models
followed in cognitive architecture (Byrne, 2003), human resources architecture (Lepak
& Snell, 1999), process architecture (Rosa, 2015) and business process architecture
(Harrison-Broninski, 2008) whereby it is implied that the basic concepts of architecture
as it is used in different areas of research are applied here.
In accordance with the observation of Lepak and Snell (1999), the term architecture is
used “based on a set of fundamental parameters that, once established allow us to draw
inferences about both the form and the function of the entire system” (p. 32). In the
designing of the organizational architecture of human resources, the interactive
relations between content capital and contextual capital allow one to draw inferences
and to make predictions in the direction of firm performance. The architecting of
human resources is based on the principles of differentiation and variation found to be
contributing to varying performance effects and it is the orderly arrangement of parts
of the managerial and organizational activities centered on human resources contextual capital- and depiction of the varying human capital-content capital- that
result in the designing of HR architecture given the consideration of the interaction
between content capital and context capital (Wright et al., 2001; Byre, 2003).
In the architectural consideration it is also intended to show that the content capital and
the contextual capital which have qualitatively different characteristics generate
synergistic effects (Sun, 2004; Guest, 1997). As per other considerations applied in the
architectural perspective, the suitability and the adaptability mode, the stability and
fixedness of the model are to be found in an organizational architecture of human
resources (Scruton, Collins, Gowans & Ackerman, 2018).
In the framework referred to as the HR architecture, suggested by Lepak and Snell
(1999), the two major architectural perspectives are that (1) employees contribute
differently and (2) multiple HR configurations are used. Within firms where
configurations are multiple, HR practices that maintain equity between the employee
and the organization are in terms of give and take (Lepak & Snell, 1999). The HR
architecture “allow(s) us to draw inferences about both the form and the function of
the entire system” (Lepak & Snell, 1999, p. 32 ) and which also function in the designlike manner creating HR interactive processes at the individual, group and
organizational level where it becomes the focal point in building the organizational
architecture of human resources.
However, the focus of the Lepak and Snell (1999) model of HR architecture is heavily
tilted to the employment modes which in itself is not so significant given that what
ultimately matters is the overall efficiency and effectiveness of the organizations that
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stems from the interaction between human capital and contextual capital. The
employee performance, regardless of the employment mode, is to be the central factor
in deriving the architecture of HR. In this architecture the focus is shifted to employee
performance that helps the researcher and the practitioner to base the architecture in
the context of the variables that influence employee performance in a direct and straight
manner rather than the employment mode per se.
It is well known that the employee performance in an organization is contingent on a
number of organizational processes initiated and maintained by individual
managers/employees. In the architectural language, the integration and the synergistic
interaction of different components at the broad, multiple levels configure the
architecture (Sun, 2004). The varied and the multiple organizational processes
mediated by human resources determine the innovativeness, efficiency, and dynamic
capabilities of the employees/organization. In this deciphering of HR architecture what
is important and what is stressed is the pattern of synergistic interactions of different
HR processes taking place within the organization.
An organizational architecture of HR evolves in the consideration of the employee
characteristics and organizational processes. In accordance with the architectural
consideration that the two components of HR capital-content capital and the contextual
capital (managerial and organizational processes) in their synergistic interactions, trial
and error adaptation, dynamic capabilities, relative stability and structural integration
generate better comprehensive outcomes of organizational performance (Connor,
2002; Eisenhardt & Martin, 2011; Sun, 2004; Bititic et al., 2011).
The significance of deriving the organizational architecture of human resources rest
upon the diverse and interlinked tasks that constitute the organizational and managerial
processes that “open-up the black-box of the form without exposing analysts to the
“part-whole” problems that have plagued the earlier research” (Garvin, 1998, p. 1).
Adopting a process perspective of organizational and managerial activities in the
development of the organizational architecture of human resources gives the required
integration (Sun, 2004; Garvin, 1998) that ensures that the realities of work are linked
explicitly to the firm’s overall performance (Garvin, 1998).
The conceptual framework suggested for the study thus involves the interaction
between the content capital and the contextual capital resulting in different
configurations/combinations and reconfigurations/recombinations of the same that
finally determines the organizational performance of superior and/or inferior
competitive advantage.
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General Architectural Model of Human Resources
The organizational architecture of human resources which is hierarchical, static and
dynamic captures the different layers of human resources employed in the organization
(Lepak & Snell, 1999; Byrne, 2003; Sun, 2004). In the OMHR conceptualization of
the content capital, the units of analyses are the individuals, the groups and the
organization. Employee resources at the technical, conceptual and relational levels are
differentiated at the individual, group and organizational levels. In the psychological
explanation of individual processes, the processes that differentiate individuals are
perception, cognition, learning, emotion, motivation, personality and leadership
(Wright et al., 2001; Ployhart & Hale, 2014: Amabile, 1988). The group level processes
are understood at the levels of team work and team resources that build up the
heterogeneity of resources of the firm (Ployhart & Moliterno, 2011). The group/team
level processes differentiate human resources into the competitive or non-competitive
arenas. The dynamic HCR are the cognitive and non-cognitive resource processes
employees are endowed with. In the consideration of these processes, it is self-evident
that these processes generally define the nature of the HCR leading to the architectural
development.
In the OMHR conceptualization of the contextual capital, the managerial and
organizational resources/processes are analyzed in relation to leadership process,
decision-making process, motivational processes, culture of innovation, organizational
control, organizational communication, organizational culture, organizational strategy
and the structural processes. At the managerial and organizational level the resources
that build up the heterogeneity of resources characterized as VRIN/O are understood
as dynamic managerial capabilities and dynamic organizational resources. “Dynamic
managerial capabilities are the capabilities with which managers build, integrate, and
reconﬁgure organizational resources and competences” (Adner & Helfat, 2003, p.
1012). Further the dynamic organizational capabilities are defined as “capabilities that
enable an organization to integrate, build, and reconﬁgure competences” (Adner &
Helfat, 2003, p. 1012). Figure 1 represents the general architectural model.
Content Capital: Human Capital Resources-Cognitive &
Non-Cognitive
Organizational Performance Gradient
Contextual Capital: Organisational & Managerial Processes

Figure 1. A general model of organizational architecture of HR
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The Interactive Architecture of HR: A Dynamic Capability View
The essence of HRBV is to enhance and exploit firm-specific resources of tangible and
intangible nature that can involve the application of managerial and organizational
strategies culminating in the development of capabilities. The organization-wide
development of capabilities can be in the realms of content capital and contextual
capital that run along the paths of skill acquisition, a developmental HR configuration,
an egalitarian HR configuration, a collaborative HR configuration, a documentation
HR configuration and an information technology HR configuration; the management
of knowledge, know-how, learning, refurbishing and renewing the organizational and
managerial processes (Teece, Pisano, & Shuen, 1997; Youndt & Snell, 2004;
Choudhary & Mishra, 2010).
In the dynamic view of capability development, the term “dynamic” can refer to the
“capacity to renew competences so as to achieve congruence with the changing
environment” (and) “capabilities emphasizes the key role of strategic management in
appropriately adapting, integrating and reconfiguring internal and external
organizational skills, resources and functional competences to match the requirements
of a changing environment” (Teece et al., 1997, p. 515). Capabilities become dynamic
in its resource configurations, re-combinations, reformulations and synergistic
architectural processes (Eisenhardt & Martin, 2011; Connor, 2002; Sun, 2004).
Dynamic capabilities are the outcomes of integrated, reconfigured and emergent
processes that are unique to the organization, which again are derived from the
organizational and managerial processes and human capital resources (or resources of
all types). The integration is the process of re-configuring and recombining the human
resources where coordination, selection and combination are important dimensions
(Zahra, Sapienza, & Davidsson, 2006). The unique, synergistic and idiosyncratic
processes that take shape within the organization emerge from interactions and pathdependencies (Eisenhardt & Martin, 2011).
Elaborating on HCR or content capital it may be stated that these are built from
individual KSAOs (cognitive and non-cognitive) as these are the reconfigured, recombined and interactive capital structure that produces a flow of income in the
organization (Ployhart, Nyberg, Reilly, & Maltarich, 2014). The cognitive and noncognitive resources, competences, capabilities are individual differences with an
economic value. Explaining the classifications of these resources, Amabile (1988)
refers to various personality traits like persistence, energy, self-motivation in the nature
of being self-driven and commitment to an idea which add value to the organization.
Special cognitive abilities identified include creative thinking, problem solving, riskorientation, expertise in the area, diverse experience in a wide range of domains,
brilliance and naivete (not bound by old ways of doing things). Carmeli and Tishler
(2006) refer to generic skills, sector-related skills, organizational specific skills and
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industry-related skills to delineate the array of skills/resources of employees. In the
micro foundation analysis of human capital, it is found that each individual “possesses
a particular endowment of human capital” (Wright & Mc Mahan, 2011, p. 97) in the
order of knowledge, skills, abilities and other characteristics. In the meso and macro
foundational language, these resources are synergistically collective (Ployhart & Hale,
2014; Ployhart & Moliterno, 2011).
In the macro/meso perspective, HCR are analyzed at three levels of global, shared and
configural properties (Kozlowski & Klein, 2000; Klein & Kozlowski, 2000). The
global team properties represent the team as a whole and it is a stated function and it
does not refer to the characteristics of the team members. The sources of shared unit
properties are the individual’s perceptions, cognitions, values, attitudes, experiences or
behaviours and it emerges as a consensual and collective phenomenon of the unit
(Kozlowski & Klein, 2000; Zahra et al., 2006). The configural unit properties of HCR
are in the order of non-linear and discontinuous emergence, giving rise to a pattern that
is not the exact representation of individual KSAOs.
HCR are of different types of a multi-structural nature that take shape from individual
KSAOs that are systematically and synergistically combined to form unit level
capacities (Ployhart et al., 2014). The combination and recombination of cognitive and
non-cognitive resources and the interaction of these resources in the micro, meso and
macro context produce multi-structural HCR (Kozlowski & Klein, 2000; Ployhart et
al., 2014).
The interactions and combinations of these resources create economic, behavioural and
managerial values at the same levels or different levels. In the macro conceptualization
such value creations are complementarities while micro conceptualization views them
as forms of emergence (Ployhart et al., 2014). Complementarities are understood as
“the beneficial interplay of the elements of a system where the presence of one element
increases the value of others” (Ennen & Richter, as cited in Ployhart et al., 2014, p.
383) and emergence is the process of interaction and interdependence of HCR that
produces the emergent structure of HCR, which again is an aggregation of cognitive
and non-cognitive resources in the functional realm.
The dynamic emergence of the capabilities can be explained with reference to the
multi-level model of human capital emergence suggested by Ployhart et al. (2014).
Through the process of emergence and aggregation the “naïve” employee resources
acquire competitive value. In the organizational framework of employee resources, the
emergence is treated at the macro-level of contextual processes and micro-level of
individual differences or otherwise called micro-foundations. In other words, at mesolevel, emergence and aggregation transform the micro-foundations into macrofoundations creating value and competitiveness in the firm.
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“A phenomenon is emergent when it originates in the cognition, affect, behaviours or
other characteristics of individuals, is amplified by their interactions and manifests as
a higher-level collective phenomenon (Kozlowski & Klein, 2000, p. 55). As it is
evident these emergents are recombined/re-configured of cognitive and non-cognitive
nature representing the elemental contents (content capital-OMHR) and the managerial
and organizational processes (contextual capital-OMHR). Team mental models,
positive group moods, team satisfaction, cohesiveness and morale, team performance,
problem-solving capabilities, leadership efficiency, effective decision-making
processes, innovative outcomes and a number of other resourceful processes represent
emergent group properties surfaced from the content capital interacting within the
individual members and between individual members and the contextual capital of the
organization, the interaction patterns being the major mechanism of emergence
(Kozlowski & Klein, 2000). The interactions thus determine the individual, group and
organizational performance and as subsequent interactions wind and unwind certain
stable patterns of performance stabilize providing the organization with leverages.
The emergent leverages creating the superordinate capital structure can be represented
by a linear convergent point (composition) or a non-linear pattern (compilation)
(Kozlowski & Klein, 2000). The composition emergence is characterized by
convergent interaction dynamics producing isomorphic resource combinations
whereas compilation emergence is characterized by divergent interaction dynamics
producing non-isomorphic or non-linear resource combinations wherein the former can
be represented by for e.g. team mental models and the latter by for e.g. transactive
memory (Kozlowski & Chao, 2012). The composition forms of emergence are
characterized by convergence and sharing and the features of compilation forms of
emergence is variability and configuration both of which operate in the interactional
process (Kozlowski & Klein, 2000).
Juxtaposing compilation and composition, Kozlowski and Klein (2000) derive
different emergent models: convergent emergence is consequent to a common point,
pooled constrained emergence contributed by each individual in the same form where
the same is due to some minimum of contribution of individuals, which again varies in
a limited way, pooled unconstrained emergence where the elemental contribution
varies but the content remains the same, conjunctive (mini) or disjunctive (maximum)
model emergence where the highest or the lowest value of an individual sets the nonlinear collective combination, variance form of emergence where the focus is on
variant contributions of individuals and patterned emergence is consequent to the
maximum variability in the elemental contribution that produce different forms and
non-uniform patterns of dispersion (Kozlowski & Klein, 2000).
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The mechanisms of emergence can further involve improvisation, unplanned learning
of designs as design after design winds and unwinds, trial and error learning and
experimentation where experimentation can involve the systematic and deliberate
manipulation of conditions to establish cause-effect relationship (Zahra et al., 2006).
The interactive processes of human resources become significant in the contemporary
views of organizational efficiency and effectiveness (Schulze, 1992; Ployhart &
Moliterno, 2011). The competences of managerial processes, input-based activities,
transformational and output-based processes are directly linked to the human resources
and the way organization utilizes them (Lado & Wilson, 1994). Interactional and
influence processes organized according to the what, the where, the who and the how
show how such a framework promotes adaptive and collaborative human-driven
processes (Ferris, Hochwarter, Douglas, Blass, Kolodinsky, & Treadway, 2002;
Harrison-Broninski, 2008). The interactive framework can become a “goal-oriented
organizational design (GOOD)” as suggested by Harrison-Broninski (2008, p. 1) who
point out that the “primary value delivered by humans to an organization lies in their
ability to collaborate, adapt and innovate as required to deal with changing and
unexpected circumstances” (Harrison-Broninski, 2008, p. 9).
Finally, according to Kang et al. (2003), the interactive architectural perspective
underlines the system that employee efforts differ (Zahra et al., 2006) in conjunction
with the varying and multiple combinations of work designs and managerial and
organizational practices within firms and that these multiple combinations and designs
create strategic values (Adner & Helfat, 2003; Schulze, 1992). The interactive
framework of differentiated organizational performance contingent on employee
behavioural resources-content capital- and managerial and organizational processes of
effective and ineffective-contextual capital nature is deciphered in Figure 2 (Adner &
Helfat, 2003; Youndt & Snell, 2004; Schulze, 1992).
Human capital attributes in interaction with the organizational and managerial
processes thus engineer the firm performance (Hitt, Ireland, Camp, & Sexton, 2001)
where the key predictors are knowledge, skills and abilities of people, social (valuable
relationships among the people and managerial and organizational processes which are
value enhancing) (Wright et al., 2001).
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Effective

Moderate PerformanceEffective OMHRWeak HCR

Highest performanceEffective OMHRStrong HCR

Low PerformanceIneffective OMHR-Weak
HCR

Moderate PerformanceIneffective OMHR-Strong
HCR

Contextual
Capital

Ineffective

Weak

Content Capital

Strong

Figure 2. A general interactive architecture of OMHR
In these quadrants it is evident that the static and dynamic properties define the pattern
of architecture wherein different HR configurations are at work (Lepak & Snell, 1999).
In the static state, the employees continue to be in the same quadrant where nothing is
done to change the state and in the dynamic state the architecture changes the
configuration at the individual, group and organizational levels. Employees in each
quadrant can move to the rest of the quadrants depending on the interactive
relationship. In other words, these are all-directional movements characterized by the
interactive relationships between stable/unstable organizational-behavioural processes
and the employee resources.
Accordingly, Youndt and Snell (2004) and Choudhary and Mishra (2010) suggest that
HR configurations or combinations/re-combinations of employee resources and
organizational processes can change the level and the nature of organizational
performance. Specifically, an acquisition HR configuration, a developmental HR
configuration, an egalitarian HR configuration, a collaborative HR configuration, a
documentation HR configuration and an information technology HR configuration
(Youndt & Snell, 2004; Choudhary & Mishra, 2010) are positively and/or negatively
related to a firm’s capital at the individual, group and organizational capital. Finally,
in the interactional pattern and the performance outcome a qualitative difference is to
be referred to with regard to the moderate organizational performance wherein at one
level it is contingent on ineffective contextual capital and at another level it is
contingent on weak content capital.
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Given this general interactive architecture in relation to the behavioural resources and
organizational processes, further specific architectural patterns or so-called miniarchitectural designs can be delineated, all of which together constitute the general
architecture of behavioural and organizational resources.
Specific Interactive Architectural Designs
These designs are constructed intersecting employee behavioural resources (content
capital of cognitive and non-cognitive nature) of individual/group and
managerial/organizational resources (contextual capital). Attempting to decipher the
organizational processes involves differentiating work processes, behavioural
processes and change processes generally considered to be constituting the
organizational and managerial processes (Garvin, 1998).
Delineating the organizational processes into different streams and observing the way
it interacts with the employee resources aid the organization to differentiate the static
and dynamic properties that either inhibit or facilitate the organizational performance.
In other words, the specific designs are patterns whereby the two levels of employee
resources actually contribute to organizational performance in the interaction with the
specific managerial and organizational processes.
In the first interactive instance, the organizational and managerial process of leadership
in the realm of context capital interacts with the employee resources of weak and strong
form in the realm of content capital. The leadership processes are either effective or
ineffective which in interaction produce four quadrants indicating four different
performance scenarios, the performance gradients being the same depicted in Figure 2.
Leadership plays a crucial and critical role in steering the organization towards
effective and efficient performance.
In the second interactive instance of the classification of the quadrants of performance
relating employee resources and organizational processes is the motivational strategies
followed in the organization. The motivational strategies designed must be in
accordance with the employee needs as well as resources. The motivation-abilityopportunity framework highlights the compatibility to be achieved in creating the
motivational environment and practicing the motivational strategies.
In the third interactive instance of the classification of the quadrants of performance
relating employee resources and organizational processes is the decision-making
process, where the key consideration is how effective and efficient the decision
outcomes are leading to gradients of organizational performance. Decision-making is
an interactive outcome of contextual elements and individual processes.
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In the fourth interactive instance of the classification of the quadrants of performance
relating employee resources and organizational processes in drawing up the
architecture of employee resources is the nature of organizational innovation which
generally implies the introduction of new products, processes or services (Sarros,
Cooper & Santora, 2008). Structural and managerial differences contribute to
innovation process and that it is in the interaction with the capabilities of the employees
that the nature of innovation of varying degrees come to exist (Lawson & Samson,
2001).
In the fifth interactive instance of the classification of the quadrants of performance
relating employee resources and organizational processes in the architectural view is
organizational control systems, which are combinations of mechanisms that involve
group activities, administrative measures and psychological approaches that harness
human resources (Flamholtz, Das, & Tsui, 1985). The wide range of definitions of
control include “choosing operating rules and enforcement rules to maximize the
organization’s objective functions”, “verifying the conformity actions to plans and
directions”, “interpersonal influence activities”, structural activities and ex ante and ex
post efforts (Flamholtz et al., 1985, p. 37). The interaction of the control system and
the control context in terms of the organizational and managerial processes, values or
practices design the organizational performance at different levels of content capital.
In the sixth interactive instance of the classification of the quadrants of organizational
performance is organizational communication. Communication grounded in what is
called communication capital and organizational relationships is linked to higher levels
of performance (Ruck & Welch, 2012). The interest of the present research is to
highlight the way communication influences and enhances organizational performance
in relation to employee resources and in that attempt the focus is on the internal
communication, understood as “strategic management of interactions and relationships
between stakeholders within organizations across a number of interrelated dimensions”
like managerial functions, team functions and structural coordination (Welch &
Jackson, 2007, p. 193).
In the seventh interactive instance is the organizational culture. The three levels of
culture are behaviours and artefacts (physical and social environment), values
(underlying meanings and interrelations) and basic assumptions (transformed
underlying values which are deeply ingrained in the behaviour patterns) (Lim, 1995).
Organizational culture influences employee behaviours/resources and thereby the
performance at the three levels of micro, meso and macro. The corporate culture
strongly influences employee performance and productivity (Ojo, 2009; Lim, 1995).
The quadrants derived for each of the seven contextual capital processes and content
capital depict four interactional gradients of organizational performance-lowest,
negatively (re)configured by ineffective contextual capital of specific instance and
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weak employee resources; moderate (re)configured by weak employee resources and
effective contextual of specific instance; moderate (re)configured by strong employee
resources and ineffective contextual capital of specific instance; and highest,
(re)configured by highest contextual capital of specific instance and strong employee
resources.
Conclusions
The architectural designs explicated are with reference to the everyday OMHR
processes in the organization where the two interacting processes provide the
organization with the SCA from the human resources perspective. In the ideal
interaction the firm comes to have the superior advantage. In the other interactional
situations the level of performance varies as the content and contextual capital take on
qualitatively different emergent patterns.
The distinctive position that this approach takes is that human/behavioural resources
are of prime importance in enhancing organizational performance and this is in
accordance with the human resource-based view of the firm. The interactive
architecting of these resources further enables the organization to draw a comparative
picture in relation to different behavioural resources as practiced in the organization
and also to compare the form and the function of the behavioural resources as practiced
between two or more organizations.
The architecting of organizational and managerial processes and human capital
resources goes a long way in interpreting and understanding the different levels of
performance that the firms are subjected to in the evaluation. These interactions are
pointers in the direction of bringing about substantial and dynamic changes in the
employee utilization of resources and the effectiveness of organizational and
managerial processes producing the effectiveness dimensions of organizations. The
dynamic way by which the quadrants change, the all-directional movements of the
quadrants due to the interactional mechanisms are yet to be fully explored and
elaborated. The interactional mechanisms that result in the creation of efficiency can
be approached from different theoretical and empirical approaches. The organizational
theory, psychological theories, socio-psychological theories, socio-technical systems
and technology- based approaches would be of great help in the further investigation
of the phenomena.
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Abstract
This study presents the challenges of Tender Committees of the colleges of the Royal
University of Bhutan (RUB) in implementing the Royal Government of Bhutan’s Public
Procurement Rules and Regulations (RGoB PRR 2009), hereafter referred to as the
manual. The challenges of the manual have been extensively deliberated in the
parliament, Royal Audit Authority, Anti- Corruption Commission and media in the
country. However, there is lack of consideration to address the matters due to rapidly
growing challenges among the procuring agencies in the country with no exception to
colleges of RUB. The key variables examined in the study are the level of knowledge,
the procedure compliance and enforcement of the manual. A total of 36 committee
members participated in the study through survey questionnaires and personal
interviews. The descriptive statistics was used to analyse and present the findings. The
findings showed the need for all colleges to address the challenges and ensure
uniformity in the implementation of the manual in the process of procurement. The
capacity building programme for the tender committees is one of the key
recommendations.
Key Words: Public Procurement, Tender Committee Members, Procurement Manual,
Procurement Process, RUB College
Introduction
Literature espouses that the maximum government budget is used for procurement of
work, goods and services. In Bhutan, an annual budget of Nu.18.2 billion is used for
procurement (Dorji, 2015). In 2018, Bhutan spent approximately 17% of GDP on
procurement (Royal Monetary Authority of Bhutan, 2018) and a significant portion of
procurement pertains to major infrastructure development projects such as the
construction of bridges and roads, hospitals, educational institutions, and hydropower
plants. Amongst numerous agencies, colleges under the Royal University of Bhutan
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(RUB) face challenges in procurement of goods and services. Although procurement
is governed by the Procurement Manual, the practical challenges persist amongst the
constituent colleges resulting in major irregularities (Royal Audit Authority Report,
2016 -2017).
The study was conducted under the Annual University Research Grant (AURG) for a
period of one year (2017-2018). This study is limited to challenges faced by college
procurement committees in implementation of the manual. It examines the level of
procurement knowledge of the tender committee members, modalities and procedural
compliance, and effective implementation of the manual in colleges.
Statement of the Problem
Despite adhering to the international procurement norms and standards in Bhutan,
there is a need in the improvement of effective compliance with the procurement rules
and regulations. Procedural lapses and irregularities were the highlights of the Annual
Audit Report (2016). In 2018, the Public Accounts Committee (PAC) of RGoB
reported the irregularities and issues with the procurement of works and goods
amongst the government ministries and agencies. In particular, amongst autonomous
agencies, the RUB has the highest irregularities with Nu.55.228 million, out of which
around 80% are related to procurements in the colleges. It is an indication of problems
with the tendering processes of the RUB colleges.
Although the National Council of Bhutan reviewed the Procurement Manual in 2016
and reported some of the findings to the parliament, it failed to capture the need for
advocacy of the manual and the competency level of the tender committees of agencies
leading to some fundamental questions such as the common challenges faced by tender
committees in implementing the modalities, the procedures and enforcement outlined
in the revised manual, and the percentage of the committee members’ knowledge
regarding the revised manual. Thus, this research examines the issues in procurement
process to avoid overwhelming irregularities related to procurement in the colleges of
RUB. Further, the study explores the common challenges faced in implementing the
manual considering the committee’s level of knowledge, procedure compliance and
implementation of the manual.
Objectives
The main objectives of this study are:
• To explore the challenges and issues faced by tender committees of colleges in
implementing the procurement manual
• To examine the level of knowledge of the tender committee on the manual and
tendering processes
• To study the level of effective implementation of the manual by the tender
committees.
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Literature Review
Many prior studies have indicated that no public procurement acts, rules and
regulations are fully enforced or effectively implemented in agencies, despite the
directives and guidelines issued by governments.
Public Procurement Overview
Globally, public procurement is considered as a key function in supply chain
management because of the integration of numerous key components related to the
organisations. Procurement is the business management function that ensures
identification, sourcing, access and management of the external resources that an
organisation needs or may need to fulfil its strategic objectives (CIPS, 2005). The
Ministry of Finance, RGoB defines the public procurement as the process by which
procuring agencies acquire goods, works and services involving the processes such as
planning, identification of needs, an invitation of offers, selection of
suppliers/contractors, contracts awarding, executing and managing the contracts as
well as final accounting and auditing. The definitions focus on the importance of
managing the procurement processes with the involvement of various stakeholders to
achieve the organisational goals, and the public procurement processes in Bhutan also
follow the international standard processes and involve stakeholders.
Snider (2006) states that procurement is a tactic and every procurement process starts
with the process of identifying the needs and then focuses on making a critical decision
at the end. For all agencies, procurement must follow the rules and procedural
diligence to ensure greater accountability, transparency and cost effectiveness.
However, public procurement in many developing countries failed to admit that
procurement has a strategic impact on public resource management (Hunja, 2003). The
public procurement is often treated as process-oriented and managed by incompetent
personnel without procurement knowledge and experiences. Literature draws attention
on incompetency and irrelevant qualification of the procurement personnel as key
factors resulting in irregularities in procurement.
Falvey (2012) asserts that despite a significant share of public spending on
procurement, there is a limited formal competition policy in many developing
countries, resulting in poor formalities, lack of transparency and more challenges. The
need of formal procurement policies and reforms to maintain accountability,
efficiency, value for money, and transparency in developing countries have become
indispensable (Falvey, 2012). Specifically, there is a need of proper modalities in
tendering processes, like awarding and monitoring the contract to ensure work
efficiency in procurement. Numerous challenges arise due to the improper
management of tendering processes and pampering the principle of procurement at the
end (United Nations, 2012).
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In terms of accountability and transparency, McDonald (2008) asserts that
accountability and transparency is necessary in government purchasing and contracting
rules to promote relationship and accountability between government and citizens, and
in achieving the socio-economic goals. The emphasis was on the government
consumption management to achieve socio-economic goals through procurement
reforms, minimizing cost and reducing poverty. The development of sound
procurement policies and adoption of procedures would create a greater impact on the
economy. For contract management staff, a cultural shift is imperative besides
monitoring supplier compliance through adequate training in the procurement system
and maintaining the standard approach across the system (Review of Procurement and
Skills Policy, 2010). This perspective emphasises on the knowledge of the tender
committee for effective implementation the procurement rules, minimise the issues and
challenges.
If the public procurement regulation is not implemented strictly, people would collude
and involve in corrupt practices. It would deteriorate the integrity of public
procurement (Preventing Corruption in Public Procurement, n.d.). The Public
Procurement Oversight Authority (2014) states that if procuring agencies fall between
3-5 out of 10 (on a rating scale), it is interpreted ineffective implementation of public
regulations. Although this rating is used as a performance measurement in
procurement, the reliability and validity of measurement remains questionable. It limits
a specific parameter to establish correlation between challenges and implementation of
the procurement policy. Uromi (2014) states that globally, the limited skilled personnel
is the key challenge in the implementation of procurement regulations. Such a
challenge is believed to be no different to the RUB colleges.
Methodology
Research Design
This study adopted a mix-method approach. Survey questionnaires and personal
interviews were used for the primary data collection. Unstructured interview facilitated
in the collection of information and views for qualitative data while quantitative data
were collected using the questionnaires. The secondary data were collected from prior
studies, reports and procurement manuals of different countries.
Targeted Population
The target population included all tender committee members of constituent colleges
of RUB for the study as they deal with the procurement process and programmes in the
respective colleges. The participants consisted the President, Deans, Finance Officer,
Administrative and Procurement Officer, Store In-charge and Estate Manager.
Considering the total number of active Tender Committee members of the constituent
colleges of the RUB, there were 48 members.
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Sampling and Sampling Size
The convenience sampling method was adopted which facilitated the collection of data
from members who were accessible at the point of data collection. The sample size was
determined at 30% of the target population which was a fairly good representation of
the target population (Mugenda & Mugenda, 2003). The sample size was
approximately 15. However, 36 members participated in the survey and the response
rate was 75%.
Data Collection
The chairpersons of the procurement committee/focal persons for the study of the
colleges were communicated over telephones and via emails. The survey
questionnaires were sent through emails to the members and telephonic personal
interviews were conducted. For the members within the vicinity of the researchers,
face-to-face personal interviews were conducted. The questions were designed to
solicit the desired information related to the challenges faced by procurement
committees in the implementation of the manual amongst the members. The responses
were sought using a three-point rating scale (refer Appendix).
Results and Discussion
Demographic Profile
The members were categorised into three categories based on qualification, designation
and work experience. Out of 36 members, 19 were males and 17 were females (refer
Table 1) which indicates the presence of more male members than female in the
committees. 2 members have PhD (6%), 12 have Master’s Degree (33%), 13 possess
Bachelor’s Degree (36%), 7 with Diploma (19%), and 2 with other (6%) qualifications.
The work experience amongst the members between 10-20 years (47%, n=17) has the
highest number of members as compared to 31% members between 20-30 years’ work
experience. Only 8 members (22%) had work experience between 0-10 years out of
36. This explains that RUB colleges have a fairly good representation of tender
committee members in terms of seniority and experience; however, the more
experienced the members, the more effective in the implementation of procurement
programmes.
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Demographic Information and Discussion
Table 1. Summary of members
Variable
Category
Male
Female
Total
Gender
PhD
Master
Bachelor
Qualifications
Diploma
Others
Total
President
Dean
HR/Adm
Finance
Lecturer
Designation/Position
Estate
IT Officer
Procurement
Research Officer
Record Officer
Total
Work Experience

Source: Field Data, 2018

0-10 Years
10-20 Years
20-30 years
Total

Frequency
19
17
36
2
12
13
7
2
36
2
3
6
5
8
4
2
4
1
1
36
11
17
8
36

Percentage
53
47
100
6
33
36
19
6
100
6
8
17
14
22
11
6
11
3
3
100
31
47
22
100

Level of Knowledge
The Level of Knowledge assessed the members’ level of understanding and application
of the rules outlined in the manual. It further explains the competency level of
committee members in the implementation of the manual. All 36 members expressed
the requirement of at least three members for a quorum and the approval of
procurement plan by the employer. The majority of the members reported about the
awareness and having to comply with the procurement rules and regulations outlined
in the manual.
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Pertaining to the authority of the tender committee to constitute other committees, 72.2
% members stated that the committee has the authority. Similarly, around 66.7% of the
members agreed that Standard Bidding Document (SBD) is used in conjunction with
the manual and the tender evaluation committee is responsible for checking all tenders.
On matters pertaining to forgoing the due tendering process for emergency
procurement of goods and services; application of SBD for open and limited bidding
and the requirement of compliance by the RUB colleges with the Procurement Manual,
40% to 50% of the committee members either felt non-compliance or not certain about
the compliance with the clauses as outlined in the manual.
Nearly 40% of the members were of the view that the tender committee members did
not supervise the whole procurement procedure while 33% claimed that they were
unaware. More than 61% of the committee members stated that they had insufficient
knowledge on the whole tendering and procurement procedures; and they were not
certain whether to be governed by the RUB Financial Manual (2017) or RGoB PRR
(2009). The study also confirmed that 88% of the committee members did not attend
any formal training on the implementation of the manual and 75% stated that they have
no adequate skills to handle the tendering process. The lack of adequate level of
knowledge, skills and experiences were the major setbacks in the effective
implementation procurement programmes.
Challenges of Complying with the Manual
The tender committees’ common challenges in the implementation of the manual were
based on the procedure compliance and implementation of the manual (refer
Annexure). The first section of the questionnaire focussed on registration processes of
bidder/contractors along with the pre-qualification criteria. The second section pertains
to responsibilities, procurement thresholds, methods and bidding processes of the
manual, the third section pertains to award of contract, elements of contract and
conclusion of the contract, and the fourth section focused on the scope, measure,
variations, termination, and dispute resolution stated in the manual. Similarly, the
procurement of consultant services and Standard Bidding Documents (SBD) are also
included in the survey questions.
Challenges with Registration and Qualification of Bidders
With regard to the user friendliness of the registration system in Chapter II, Clause 2.1
of the manual, 61.1% of the committee members were not certain. It explained that the
members neither have a complete knowledge nor fully follow the registration system.
Nearly 64% of the members felt that the registration system with the Construction
Development Board (CDB) does not guarantee overall suitability of a bidder and 53%
view that pre-qualification discourages competition. All the members (100%) were of
the view that the existing manual does not ensure fair and competent selection of
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bidders. With regard to the advertisement, 33% of the members were of the view that
colleges do not advertise tender in the media which informs that some colleges avoid
due to cost implications.
Challenges with Responsibilities, Methods and Bidding Processes
Based on the personal interview pertaining to responsibilities, methods and bidding;
the bureaucratic processes involved in the procurement processes was a major
challenge. Additional roles and commitment required by the members apart from the
roles stated in the manual featured to be another challenge. Due to limited expert
personnel in some colleges, both opening and evaluation responsibilities were
conducted by the same committee members, which the manual forbids. In a situation
of contract awarding disputes, some members were not certain which manual to be
referred- the RUB Financial Manual 2017 or the RGoB PRR 2009.
There is also a frequent change in the membership of the committee which affects the
procurement process as expressed by 61.1% of the members and confidentiality of the
evaluation proceedings were often felt difficult to be maintained. All members felt that
the evaluation process was time consuming and difficult; and the evaluation of
technical proposals consume more time than the financial proposals. Some members
felt that the enforcement of responsibility and accountability in the procurement
processes has to be strengthened.
Challenges with Awards, Elements of Contract and Conclusion
The study shows that 63% of the members are in favour with holding some time before
the award of the contract. It informs that the committee delays in award of contract due
to circumstances. Many members (63%) felt that delay in the payment of bills is found
to be one of the major setbacks in the timely completion of the works. There were also
challenges regarding the quality monitoring responsibility after contracts were awarded
to the bidders. Majority of the members (61%) were of the view that awarding the
contract to lowest bidder, as per the rules, compromised quality because the lowest
bidders do not always have required capacities and recourses. Around 72% of the
members expressed that they handle the bidder with a fair and timely manner in
reference to the dispute resolution clauses 6.3.8 of the manual.
Challenges with Procurement of Consultant’s Service
With regard to the existing tendering system and its design, 63% of the members
reported that the system is more burdensome than improving control mechanism in the
college, because the methods of selections of consultants are lengthy and difficult to
materialise as reported by all the members (100%). For instance, the clause 7.3.1.2
outlined 11 steps to select the competent/consulting firm. As a result, the committees
faced difficulties in procuring the competent firms with relevant qualifications and
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expressing the interest. The members also opined that skills and knowledge is of utmost
importance to evaluate the contracts.
Other Challenges
In an interview with some tender committee members (Procurement and
Administrative Officers) across the colleges, it was found that bidders most often
submit documents that were tempered, opened, and not appropriately arranged in the
envelops. Other common challenges include bidders not complying with the prescribed
bid form, price schedule and bill of quantities as per the Standard Bidding Document
(SBD) as well as incomplete submission of brochures, catalogue, literature and
drawings with the arithmetic errors in price schedule and bill of quantities. These are
the common challenge observed by most committee members across the colleges. The
bidders often fail to abide by the SBD in the delivery of equipment or materials as per
specifications as informed by 52.8% of the members. The interpretation of SBD and
Instruction to Bidders were also the stated to be difficult by the members.
Conclusion and Recommendations
Effective implementation of procurement rules and regulations in Bhutan is necessary
to achieve the national goals because it involves significant amounts of government
budget. Only a highly regulated procurement environment and proper implementation
of the guidelines and rules could be appropriate to minimise corruption, discretion in
circumstances and risk involved in public procurement programmes. The RUB being
autonomous agency should uphold a highly prescriptive approach in every college to
uphold procurement principles like transparency and accountability.
This study concludes that the level of knowledge, procedure compliance and
enforcement of the manual are crucial to address the growing issues in procurement
process. The tender committees across the colleges lack adequate skills to execute the
procurement works. The key challenges confronted with the committees are related to
a weak monitoring system, and a partial implementation of the manual. The common
challenges are- consultancy selection steps are lengthy and difficult to materialise,
registration with CDB does not necessarily guarantee the suitability of a bidder, and
evaluation process for both technical and financial are time consuming.
The key challenges mainly pertained to the procedural compliance and enforcement of
the clauses in the manual. There was also a need to train and develop the committee
members and the initiatives could be taken up jointly by the Office of the Vice
Chancellor, RUB and the respective colleges. Sharing good practices of procurement
and challenges amongst the colleges could also be an alternative strategy in the
capacity development of the committees.

310

Bhutan Journal of Business and Management, June 2020
Vol. 3 (1), 302-317
The colleges should encourage, support and make mandatory to obtain professional
certificates through online courses on procurement management, e-tendering, contract
management and electronic green procurement (e-GP) to explore the best practices of
procurement strategies and skills. The Office of the Vice Chancellor needs to ensure
effective monitoring and compliance with the manual by the colleges. The colleges
must be monitored on a quarterly basis to avoid procedural lapses and compliance with
the manual. To ensure effective enforcement of procurement regulations in colleges,
the HR committee should recruit experienced staff with relevant background and
qualifications (such as Materials and Procurement Diploma). Finally, the RUB colleges
need to implement a modern procurement platform [Electronic Government Portal
System (eGP system)] like other government agencies in Bhutan as it is cost-effective
compared to normal paper work-based system.
Limitations of the Study
The study is limited to the issues and challenges of implementing the manual in the
RUB colleges. The views of the contractors and suppliers who participated in the
procurement programmes of RUB colleges were not studied. Thus, the findings and
discussion may not be exhaustive.
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Appendix
Level of knowledge regarding the manual
Statements
The manual is applicable to all RUB colleges
It supersedes the RUB Financial Manual 2017 (Chapter
10)
All contracts are awarded by our tender committee
Contracts must pass through the procurement processes
Tender committee supervises whole procurement
procedures
Goods and Services required for emergency do not
follow tender
Tender Evaluation committee checks all tenders
Tender committee requires three members to form a
quorum
Tender committee has a full authority to constitute
other tender committees
SBD should be used in conjunction with the manual
SBD applies only for open and limited bidding
methods
Procurement plan must be prepared and approved by
employer
Tender committee doesn’t possess the required skills to
handle the tendering process
Tender committee didn’t attend a training on the
manual
Source: Field data, 2018

Disagre
e (%)

Neutr
al (%)

Agree
(%)

22.2

22.2

55.6

0.0

61.1

38.9

0.0
0.0

5.6
5.6

94.5
94.5

38.9

33.3

27.8

27.8

11.1

61.1

11.2

22.2

66.7

0.0

0.0

100

0.0

16.7

72.2

0.0

33.3

66.7

11.2

27.8

61.1

0.0

0.0

100

12.5
0.0

12.5
0.0

75.0
88.0
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Challenges in the implementation of the manual by college tender committees
Disagre Neutra
Challenges in the implementation of the manual
e (%)
l (%)
Registration system of the manual is not user-friendly
5.6
61.1
Tender committee members don’t possess required
skills
5.6
19.4
Pre-qualification discourages competition for bidders
30.9
11.1
Not able to maintain evaluation proceedings confident
33.0
13.9
Awarding to lowest evaluated bidder affects the quality
of works
30.3
15.6
Frequent changes in membership affects the
procurement
5.6
33.3
Delay in bills payment affects timely completion of the
projects
0.0
5.6
Tender committee holds the decisions on award of the
contract.
11.2
25
In reality price adjustment can’t be made as per the
manual
27.7
11.1
Interim payment always takes longer time
19.4
8.4
To handle the bidder with a fair and timely manner is
difficult
0.0
27.8
The manual does not ensure fair and competent
selection of bidders
0.0
0.0
Registration with CDB will not guarantee overall
suitability of a bidder
18.05
18.05
Consultancy selection method are lengthy and difficult
to materialize
0.0
0.0
Procurement of Consultant’s Services is more
burdensome than improving control mechanism
5.6
25.0
The committee faced difficulty in safeguarding the
integrity of the tenders
19.4
30.6
Evaluation process for both technical and financial are
time consuming and difficult.
0.0
0.0
The evaluation committee has no competent members
to evaluate the tenders
14
33.3
Records on evaluation, such as individual mark sheets
until completion of the project and its audit is costly
and difficult
0.0
0.0
16.7

13.9

Agre
e (%)
33.4
75.0
53.0
53.1
61.0
61.1
63.9
63.0
50.0
72.0
72.2
100
63.9
100
63.9
50.0
100
52.7
100
69.4
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Quality monitoring responsibility after contracts are
awarded to the bidders are difficult
Technical proposal is more perplexing than financial
proposal in terms of evaluation process
Single media is used to invite the bids due to cost
implication
No clear delineation of responsibility and
accountability is a challenge
The application of dispute resolution clauses of the
manual bears no legal teeth
It is hard to interpret SBD and its Instruction to Bidders
Ensuring equipment or materials delivered as per the
standards and specifications specified in SBD is
difficulty in reality
Source: Field data, 2018
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Higher Education: A Case Study of Leadership at the Royal
University of Bhutan
1

KINLEY RINCHEN

Abstract
Effective leadership is key to any organisational success including higher education
institutions. This paper assesses the different aspects of leadership in the Royal
University of Bhutan (RUB) using Bryman’s 13 Key Behaviors of Effective Leaders.
Secondary data from Organisational Behaviour Survey 2015 was used. It covered 548
respondents from eight colleges and Office of the Vice Chancellor. A simple aggregate
analysis was used to draw inferences. Findings show that employees have generally
rated high in the way they communicate broader direction - vision and mission,
treatment of staff in a fair manner, being approachable, and building harmonious
relationship with colleagues. However, ratings are lower on engagement of staff in
planning processes, providing constructive feedback, delegating decision-making
authority and ensuring coordinated approach to planning and implementation. Based
on the assessment, the paper offers suggestions for a system of rigorous leadership
training that will continue to nurture the strength of existing leadership.
Key words: Leadership, Higher Education Leadership; Royal University of Bhutan;
Academic Leadership.
Introduction
Leadership is an essential part of any organization. Its influence on betterment or
deterioration of the health of an organisation is uncontested. As a Chinese saying goes,
“fish rots from its head”, many look at leaders as central to the success or failure of an
organisation. His Majesty the King of Bhutan, too, shares the belief in building strong
leadership in the public service to drive the country forward. Accordingly, it has led to
the establishment of the Royal Institute of Governance and Strategic Studies (RIGSS)
in 2013, Royal Institute of Governance and Strategic Studies (RIGSS) in 2018. The
institution currently offer various leadership courses to public servants at different
levels. The Royal Civil Service Commission (RCSC, 2016) captures His Majesty’s
Royal Vision by stating that good leadership is shown to have the single biggest impact
on the performance of organisations. It, therefore, identified leadership development
as one of the five major areas of civil service reforms since 2015.
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RUB was established in 2003 and operated like any other bureaucratic agency.
However, in order to allow greater flexibility for effective response to changing needs,
it was granted autonomy in 2011. Currently RUB has eight colleges located in different
places. Altogether it has 9652 students (Royal University of Bhutan [RUB], 2018), 523
academics and 459 administrative staff (RUB, 2017). The autonomous status that RUB
has gained offers a lot of flexibility to transform itself and leaves the entire fate of the
organisational success to its leaders. Therefore, leadership capability at RUB needs to
evolve accordingly as they are required to lead the colleges like leading any
autonomous universities in the world. Hendrickson, Lane, Harris, and Dorman (2013)
share that academic leaders must understand to not only manage but also to lead their
institution(s). Existing literatures indicate the need to enhance leadership in RUB. For
instance, the annual report of the RUB (2015) highlights the need for leadership
development. In addition, the lack of college leadership to support academics has been
identified as a challenge to promote research – which is one of the core mandates of
RUB (Sherab & Schuelka, 2019). It, therefore, calls for assessment of leadership
capacity to identify specific areas in which RUB will need to enhance its leadership
skills.
It may be argued that due to overwhelming agenda for change in many other areas,
significance of leadership development has been overlooked. A PhD dissertation, the
only study on RUB leadership, also emphasises the need to carry out a comprehensive
study on leadership phenomena (Gyeltshen, 2015). This study, therefore, becomes the
first of its kind to holistically assess leadership aspects in RUB. It is an attempt to
contribute to the policy deliberations and kindle academic discussions about leadership
development at the RUB, which is lacking at the moment.
The study aims to assess current leadership capacity at the RUB towards enhancing
organisational success. It mainly attempts to seek answers to the following questions:
1. What is the state of leadership capacity at the RUB?
2. What aspects of leadership do the employees appreciate?
3. What are the leadership aspects that employees perceive poorly?
The paper begins by discussing the literature on the significance of leadership and traits
that make leaders effective. It then discusses the methodology followed by discussion
on findings. The paper also suggests areas for improvement in leadership and share
possible solutions for implementation.
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Literature Review
Universities play a crucial role in the development of society. Scholars argue that
universities are centers of innovation in economic and social spheres (Mukan,
Havrylyuk, & Stolyarchuk, 2015). It is also seen as a driver of international agenda like
sustainability (Dyer & Dyer, 2017). This has led to an increased interest among
stakeholders in funding and monitoring productivity and accountability in higher
education institutions (Ameijde, Nelson, Billsberry & Meur, 2009; Martin & Russell,
2005). Thus, higher education institutions are increasingly expected to do more with
less (Hendrickson et al., 2013), and anticipated for a continuous change and account
for public fund (Ameijde et al., 2009). All these phenomena exert pressure to prepare
and develop higher education leaders to address the emerging challenges more
effectively.
Although some scholars like Bryman and Lilley (2009) contend that leadership
capability is not the only factor to assess organisational performance due to prevalence
of a number of other factors that influence performance, many still argue for leadership
as key to organisational success and attaining desired organisational outcomes (Amey,
2006; Bimbaum & Weddington, 2012; Martin & Russell, 2005; Smith & Wolverton,
2010). It has been argued that a strong leadership is an answer to address challenges
facing higher education institution (Sutjipto, 1999) including quality assurance system
(Trivellas & Dargenidou, 2009). Gyamtsho, Sherab and Maxwell (2019) also identify
leadership as a critical factor in promoting research culture and output at RUB.The
quality of providing direction and motivating people to take actions depend on
leadership style (Trivellas & Dargenidou, 2009). Therefore, significance of leadership
in organisational performance cannot be overlooked.
There is a plethora of literature identifying the purpose of leadership and its traits in
general. Schedlitzki and Edwards (2017) posit that leaders are generally at best when
they are able to positively reflect the belief of their followers. Many research works
specify ability to foster right conditions for teamwork, launch teams appropriately, and
coach team members for success (Hackman, 2011). Generally, a successful leader
should be able to: influence others to achieve organisational goals (Spendlove, 2007);
be mission driven (Hendrickson et al., 2013); embody and exemplify the institutional
mission and encourage others to do the same (Gardner, 2006); communicate the vision,
plans and programmes to staff (Luthra & Dahiya, 2015); motivate staff (Buble,
Jurasand & Matic, 2014; Khan, 2017; Trivellas & Dargenidou, 2009); use
communications technique to manage the agenda of the less powerful (Bimbaum &
Weddington, 2012); and display skills such as ability to negotiate and communicate
with diverse interest groups (Spendlove, 2007). Kahneman (2011) adds to it by
mentioning the need to consider outside view for informed decisions and inclusiveness.
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Increasing attention has been paid to leadership in the universities (Jones, Harvey,
Lefoe & Ryland, 2014). According to Burkhardt (2002), the adaptive capacity of higher
education depends on a specific form of leadership. In addition, changing market
conditions force universities to increase student enrollment, ensure financial
sustainability and improve academic quality despite diminishing financial resources
(Ameijde et al., 2009). It calls for leaders who could drive innovation, which according
to Styron (2015) is the ability to demonstrate an approach of embracing new ideas. A
study in higher education leadership in the United Kingdom finds that a major aspect
of leadership is the ability to embrace new business models, new organisational
relationships and new technological opportunities while holding on to the core purpose
of higher education (Wooldridge, 2011). Such kinds of leadership traits are essential in
the university that are rapidly changing. RUB, with the aim of following international
best practices, will need to build its leadership capacity accordingly.
Historically, the presidents or heads of universities had absolute authority over
university operations (Geiger, 2015). Over time, leaders are expected to lead along the
value of shared governance (Gerber, 2014). It essentially provides the trend of
transitioning from an authoritarian to democratic style of leadership with more
inclusive approach and empowering colleagues.
Based on the above discussions, it is evident that the most common leadership traits
required the ability to communicate, negotiate, influence, delegate, maintain a positive
working environment with adequate psychological safety and an inclusive approach to
decision making. Bryman (2007) published a paper that analyses leadership aspects
based on publications from the United Kingdom, the United States, and Australia. He
identifies 13 forms of leader behaviours for effectiveness in academic institutions. His
13 leader behaviours encapsulate all major attributes discussed earlier, which provides
the theoretical framework for this study.
As discussed above, academic institutions are now required to operate on a shared
governance model. In such a system, the competing and diverse interest groups such
as alumni, academics, administrators, administrative staff and students should be taken
into account (Kerr, 2001). This creates a hierarchy of leaders at various levels and
categories. From the highest level, such as the vice chancellor or presidents to college
deans, department heads and programme coordinators, leaders at all levels play an
enormous role in motivating their staff to achieve new levels of performance standards
and to liaise with stakeholders to garner external support. Middle-level managers are
also becoming increasingly critical, as they can either act as active strategic alliances
of the top executives or as strong forces of resistance for any new changes within shared
governance model (Boer & Goedegebuure, 2009). Effective departmental leaders are
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able to provide clear guidance on the routes that the department should consider taking
(Bryman, 2007). Thus, middle-level managers like department heads, programme
leaders and other section heads are also seen as movers and shakers in the university.
Methodology
The study is primarily based on the secondary data obtained from the Organisational
Behaviour Survey (OBS) 2015. The survey questionnaire was designed with closeended questions on a five-point Likert scale for response options namely Strongly
Agree, Agree, Don't Know, Disagree and Strongly Disagree. The questionnaire was
developed based on generally applied standard format used for OBS by the Royal Civil
Service Commission and applied in all government agencies during the Organisational
Development (OD) Exercises carried out in 2014. Some minor customisation of the
survey questions was done through a meeting of executives and OD team members.
There were 21 items related to assessment of leadership aspects such as ability to
communicate direction, value team work, be approachable and give constructive
feedback to name a few.
Sampling was based on census method and covered all 763 eligible staff in the eight
colleges2 (excluding the two new colleges established only in July 2017) and the Office
of the Vice Chancellor. Respondents rated their respective supervisors. There were 107
leaders including heads of the University, colleges, departments and officers in
administrative sections. All supervisors broadly fall within the leadership category
identified by Furtek (2012), who specified presidents, vice presidents, department
heads, programme leaders and section heads as leaders in higher education, as they
were crucial to organisational success (Branson, Franken & Penney, 2016). Table 1
(given below) provides details of leaders by positions and number included for in the
OBS.

2College

of Language and Culture Studies, College of Natural Resources, College of Science and Technology, Gedu College
of Business Studies, Jigme Namgyel Engineering College, Paro College of Education, Samtse College of Education and
Sherubtse College.
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Table 1: Number of staff holding leadership positions in RUB
Leadership
Positions

Numbers

Details

Executives

13

Vice Chancellor, Registrar, Directors, and
Presidents of colleges

Deans

23

Dean of academic affairs, dean of research
and dean of student affairs

Heads of
Departments

20

Some colleges have heads of departments
taking up the roles of programme leaders

Programme Leaders

31

Administrative
Heads

20

Total

107

Administrative officers and finance officers

A simple and direct aggregate of participants’ responses on the questions was used to
draw inferences. The unit of analysis was at the college level as surveys were
conducted for each college for their respective leaders. For analysis, the relevant OBS
questions were mapped with Bryman’s 13 key leader behaviours. However, some small
adjustments were made. Firstly, the thirteenth behaviour that discussed academic
appointment for departments was determined to be irrelevant as recruitment was
carried out centrally and no question pertaining to this was asked. Secondly, some of
the behaviours that overlap the questions in OBS were clubbed to avoid duplication.
The Table 2 maps the OBS questions to Bryman’s key leader behaviours.
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Table 2: Mapping Bryman’s 13 key aspects of effective leaders with OBS questions
Bryman’s 13 key behaviours of effective
Specific areas of questions from OBS
leaders
2015
Clear sense of direction/strategic vision and Level
of
understanding
of
communicating well about the direction the University/College vision and mission,
department is going (two separate behaviours KRAs and KPIs
clubbed together as level of understanding of
VMOs measures both these behaviours)
Preparing arrangements to facilitate the set
direction

Staff involvement in planning process
Academics’ time attending to ad-hoc tasks

Advancing the cause with respect to constituencies Mechanisms to facilitate interaction with
internal and external to the university and being other department/faculty/school within
proactive in doing so
my college
Being considerate

Ensuring health and safety at workplace
Taking care of the well-being of staff

Treating academic staff fairly and with integrity

Fairness in treatment of staff by the
supervisor
Being trustworthy and having personal integrity Supervisor’s demonstration as a good role
and acting as a role model (The two separate model in promoting right values
behaviours clubbed together as the question
pertaining to supervisors’ demonstration as a
good role model and promoting right values
measure both these behaviours).
Allowing the opportunity to participate in key Encouragement of staff to initiate/share
decisions/open communication
ideas towards improving performance
Decision-making
is
sufficiently
decentralised in the colleges
Creating a positive/collegial work atmosphere
Supervisor being approachable
Harmonious relationship with supervisor
Supervisors valuing teamwork
Providing feedback on performance
Supervisor giving constructive feedback
about work
Providing resources for and adjusting workloads to Resources are allocated as per the work
stimulate scholarship and research
plan in the colleges
Whether the colleges have clearly defined
roles for its staff that are flexible enough
to adapt to changing needs
Making academic appointments that enhance Not applicable.
department’s reputation
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In addition, RUB annual reports were studied to explore for discussions and
information related to leadership and leadership development. Finally, literature on
best practices for leadership development was explored to discuss possible solutions to
address issues facing leadership at RUB.
Results and Discussions
Demography of Respondents
The OBS covered a total of 763 employees out of which 548 employees responded,
making the response rate to 72%. Table 3 breaks down the response rate by
college/office.
Table 3: Distribution of OBS respondents by colleges/office
College/Office
Number of
respondents
College of Language and Culture Studies
53
College of Natural Resources
35
College of Science and Technology
59
Gedu College of Business Studies
93
Jigme Namgyel Engineering College
64
Paro College of Education
74
Samtse College of Education
53
Sherubtse College
93
Office of the Vice Chancellor
24
Total
548

% of
respondents
70
59
58
82
80
80
72
68
77
72%

Respondents were given the option to provide details of their position levels. There
were three options namely Position Level 9 and below, position level 8 to 5, and
position level 4 and above. About 89% of the respondents revealed their position levels.
It was found that, of the total respondents who revealed their position level, 34% were
from position level 9 and below, 45% from position level 5-8, and 27% from position
level 4 and above. Details of the position levels of respondents are as given in Table 4
below:
Table 4: Distribution of respondents by position level
College/Office
Below
P5-P3
S1
College of Language and Culture
17
25
Studies
College of Natural Resources
13
11
College of Science and Technology
26
20
Gedu College of Business Studies
32
25
Jigme Namgyal Engineering College
24
32

P2 and
above
5

Missing

9
11
33
5

2
2
3
3

6
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Paro College of Education
Sherubtse College
Samtse College of Education
Office of the Vice Chancellor

15
24
13

25
39
17

29
22
16

5
8
7
24

Similarly, respondents were given the option to reveal their employee category.
Employees provided their information either as academics or administrative and
technical staff. About 70% of the respondents revealed to which category they
belonged. Of the total respondents who revealed their employee category, 64% were
academics and 34% were administrative and technical staff. The details of respondents
on the employee category by colleges are as given in Table 5 below:
Table 5: Distribution of respondents by employee category
College/Office
Administrative
Academic
& Technical
College of Language and Culture
Studies
32
8
College of Natural Resources
14
8
College of Science and Technology
22
15
Gedu College of Business Studies
47
26
Jigme Namgyal Engineering College
30
15
Paro College of Education
31
9
Sherubtse College
52
23
Samtse College of Education
17
11
Office of the Vice Chancellor
0
24

Missing
13
13
22
20
19
34
18
25
0

In addition, particularly among the academics, respondents were asked about their
number of years of teaching experience. They were grouped in three categories namely
less than 5 years, 5 to 10 years, and more than 10 years. Of the total respondents, 27%
had less than 5 years of teaching experience, 37% between 5 to 10 years and 36% with
more than 10 years of teaching experience. The distribution of respondents with
teaching experience segregated by the college is given in Table 6:
Table 6: Distribution of respondents (academics) by teaching experience at tertiary
level of education
College/Office
% of respondents
>10 years
5-10 years 5> years
College of Language and Culture Studies
9.4
34.3
56.3
College of Natural Resources
52.2
21.7
26.1
College of Science and Technology
28.6
42.8
28.6
Gedu College of Business Studies
40.3
32.3
27.4
Jigme Namgyel Engineering College
33.3
33.4
33.3
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Paro College of Education
Samtse College of Education
Sherubtse College
Average (RUB)

49.1
44.4
27.0
35.54

40.0
41.7
52.4
37.33

10.9
13.9
20.6
27.14

Overall, there was a good representation from different colleges, position level of staff,
category of staff, and age groups in terms of teaching experience. However, there were
some variations on the composition of respondents across the colleges. For instance,
College of Language and Culture Studies had 56% of respondents with less than 5
years of teaching experience while College of Natural Resources had 52.2% of
respondents with more than 10 years of teaching experience. Despite some variations
in the demography of respondents, there were still good representation from all
categories discussed above.
Comparative Analysis of Findings
The overall rating among the colleges was quite comparable and there were no
significant differences among the colleges. All the values were within two standard
deviations from the mean. It depicted a common pattern amongst colleges, mostly very
close to the overall mean, as given in the graph (Figure 1):

Figure 1: Comparison of means of colleges for 21 items of OBS questionnaire
Note: Sherubtse College (SC), Jigme Namgyal Engineering College (JNEC), College
of Language and Culture Studies (CLCS), College of Natural Resources (CNR),
College of Science and Technology (CST), Samtse College of Education (SCE), Paro
College of Education (PCE) and Gedu College of Business Studies (GCBS).
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There were however few noticeable findings. For instance, College of Natural
Resources had very large proportion of respondents responding positively (about 88%
against the overall aggregate mean of 66%) on their level of understanding of key result
areas. It is the college that had the largest group of respondents among academics with
more than 10 years of teaching experience. Jigme Namgyal Engineering College had
about 89% (against the overall aggregate mean of 61%) responding positively on
leaders’ ability to encourage on sharing of ideas for improvement. This college
consistently had a huge proportion of staff rating very high on aspects such as staff
wellbeing, health and safety, fairness, approachable supervisor and harmonious
relationship with supervisor. It had the highest average mean (74% against the overall
aggregate mean of 69%) for all 21 aspects, which was followed by College of
Language and Culture Studies with average mean of 73%. Sherubtse College and Paro
College of Education, generally had most of their respondents rating comparatively
lower than other colleges in most of the leadership aspects. The average mean of all 21
items for Sherubtse College was 55% (against the overall aggregate mean of 69%),
which was followed by Paro College of Education with average mean of 57%.
However, in general, it was found that most colleges were comparable in their
assessment of various leadership aspects.
OBS Items with Higher Rating
Specifically analysing along details on each of the items based on the survey
questionnaire, it was seen that the leaders were best in communicating vision and
mission, being approachable, developing harmonious relationship with colleagues, and
ensuring fairness in the treatment of staff. The findings are outlined in Table 7 below:
Table 7: Results for each OBS questions
Key Attributes
Level of understanding of University/College vision and mission
Supervisor being approachable
Harmonious relationship with supervisor
Fairness in treatment of staff by the supervisor
Supervisors valuing teamwork
Supervisor’s demonstration as a good role model in promoting
right values
Encouragement of staff to initiate/share ideas towards improving
performance
Supervisor giving constructive feedback about work
Resources are allocated as per the work plan in the colleges
Taking care of the well-being of staff

% of
respondents
agreeing
90%
89%
86%
79%
72%
70%
66%
65%
65%
64%
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Whether the colleges have clearly defined roles for its staff that
are flexible enough to adapt to changing needs
Level of understanding of KRAs and KPIs
Mechanisms to facilitate interaction with other
department/faculty within college
Ensuring health and safety at workplace
Staff involvement in planning process
Academics’ time attending to ad hoc tasks
Decision-making is sufficiently decentralised in the colleges

64%
60%
59%
57%
43%
41%
39%

The proportion declined slightly to 60% to 70% of respondents being positive about
the ability of leaders valuing teamwork, demonstrating good role model, encouraging
staff to initiate ideas towards improving performance, providing constructive feedback
about work, allocating resources as per the work plan, looking after staff wellbeing,
and ensuring clearly defined roles and responsibilities.
OBS Items with Lower Rating
The survey rating was much poorer in areas of communicating details of plans like key
result areas, performance indicators, facilitating interactions with other departments,
ensuring health and safety at workplace, engaging staff in planning process, and
decentralisation of decision-making processes. RUB (2015) also highlights that
leadership at various levels needs to be improved for more inclusive approach, which
is conducive for ensuring systems thinking. A study shows that autocratic leadership
is detrimental to positive affectivity in higher education institutions (Alonderiene &
Majauskaite, 2016). It indicates the need to change its leadership style.
It was also found that 41% of respondents feel that they mostly attend to ad hoc
(unplanned) works. Leaders are expected to be sensitive to unplanned activities as it
can bring about undesirable outcome (Birnbaum, 1985). It can cause implementation
problem because a solution to an issue can be a problem for another. Wildavsky (1979)
justifies that “each program bumps into others and sets off consequences down the
line” (p. 4). Having a big proportion of staff spending most of their time on ad hoc
works could offset planned activities.
Results based on Bryman’s Framework
The overall findings from the OBS were clubbed based on the 13 key aspects of
leadership provided by Bryman. Aspects with more than one component were shown
with aggregate rating of its relevant sub-components. Results of responses that relate
to each of Bryman’s behaviours of effective leaders were analysed as given in Table 8
below:
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Table 8: Aggregate points for Bryman’s each key behaviour of leaders
Bryman’s 13 key aspects of effective
Aggregates (Agree + Strongly Agree)
leadership in higher education
Creating a positive/collegial work
82%
atmosphere
Treating academic staff fairly and with
79%
integrity
Clear sense of direction and strategic
75%
vision and communicating well about the
direction
Being trustworthy, having personal
70%
integrity and acting as a role model
Providing feedback on performance
65%
Providing resources for and adjusting
65%
workloads to stimulate scholarship and
research
Being considerate
61%
Advancing the cause with respect to
59%
constituencies internal and external to the
university and being proactive in doing
so
Allowing the opportunity to participate in
53%
key decisions/open communication
Preparing arrangements to facilitate the
42%
direction set
Broadly grouping and aggregating the ratings, it can be inferred that RUB’s leadership
strengths include creating a positive/collegial work atmosphere, treating academic staff
fairly and with integrity, conveying clear sense of direction and strategic vision, being
trustworthy, having personal integrity and acting as a role model. In each of these areas,
there were at least 70% positive respondents.
Rating on leadership was moderate in areas of providing feedback to staff, providing
resources and making necessary adjustment, and being considerate. Each of these had
about 60% of respondents either agreeing or strongly agreeing that their leaders were
able to display these attributes. However, the proportion of respondents responding
positively dropped to about 50% in advancing cause with respect to internal and
external constituencies (mainly in the context of inter departmental/college
collaboration), allowing staff to participate in key decision-making processes, and
preparing arrangements to facilitate the set direction, thus, pointing out the possible
areas for improvement.
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In short, it can be concluded that there is a need to improve leadership in the University.
Using Byrman’s 13 key aspects of leadership, it was seen that of the 12 relevant key
aspects, only 4 key aspects had the average rating of 70% and above while the
remaining 8 key aspects were rated 65% or below. Even from the total items in OBS
on leadership, only 6 items were rated with 70% and above while the remaining 11
items were rated less than 70%. Thus, on many of the parameters, respondents rated
lower for various leadership traits. Therefore, it can be inferred that leadership
development is crucial for RUB.
Recommendations
The study revealed that respondents generally rated high on creating positive work
atmosphere, treating staff fairly, communicating visions clearly and being trustworthy.
However, rating was lower on providing feedback on performance, being considerate,
adjusting workload, providing opportunities to participate in key decision-making
processes. It therefore calls for a system of continuous grooming and development to
improve on leadership. To this end, learning from the best practices, the following
recommendations are offered:
First, there is an urgent need to recognise the importance of leadership development.
Australia has identified the need for leadership development training programmes in
higher education for building capable leaders since 1990s (Drew, 2010). The American
Association of Community Colleges established Future Leaders Institute with the
objective of instilling skills, knowledge and attitudes necessary for successful leaders
(Eddy & VanDerLinden, 2006). The UK has developed a Leadership Foundation for
Higher Education to offer leadership development programmes (Middlehurst,
Goreham & Woodfield, 2009). Therefore, need was raised to identify leadership
expectations at all levels and to provide environment to nurture and develop future
leaders from the very beginning of their careers (Inman, 2011; Gmelch, 2004). To this
end, Day and Bakioglu (1996) provide a notable framework based on the four-stage
model of leadership development “initiation, development, autonomy and
disenchantment” (cited in Inman, 2011, p. 231). Similarly, the RIGSS in Bhutan offers
a month long leadership programmes at three different levels namely foundational
leadership programme, young professionals leadership programme and senior
executive leadership programme (RIGSS, 2018). RUB may replicate this idea and offer
them for its employees at various levels to ensure that employees progress through
formally guided leadership development phases.
According to Mukan et al. (2015), another style of leadership development program
identified in a recent study of leadership in universities in England and Wales is making
the manager-leader responsible for succession planning. Potential leaders-subordinates
are identified by the manager-leaders and provided with certain skills and knowledge.
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Furtek (2012) also suggests similar approach of identifying internal candidates with
high potentials for leadership and develop them for successorship. Similarly, RUB may
develop a system of recognizing young individuals by all senior academics and provide
mentorship. One of the three leaders of tertiary education institutions in Australia
involved in a leadership study is quoted “I help them plan their future and keep the
staff informed about goals and developments” (Sathye, 2004, p. 8). This could improve
on communication of key performance indicators and key result areas, and engagement
of staff in RUB - areas that were rated poorly in the OBS.
Leadership development efforts must be supported with dedicated yearly budget. Some
colleges and universities are now devoting substantial resources to engage leaders in
various workshops and training programmes on leadership (Eddy & VanDerLinden,
2006). “Investing current resources and building leadership and organisational
effectiveness will build resilience in colleges and universities and thereby prepare them
for the future” (Furtek, 2012, p. 62). It must be noted that development of leadership
should not be one-time activity. It is a constant sharpening of skills over a long period
of time. As Gmelch (2004) explains, if it takes seven to fourteen years to establish
academic expertise in academic disciplines in America, logically, it will take the same
amount of time to develop leadership capability. Therefore, leadership development
initiative has to begin urgently and its efforts sustained over a long period of time with
dedicated funding.
Second, a system of continuous interaction and discussion needs to be created for two
reasons. The first is for exchange of constructive feedback between leaders and staff.
It will help leaders become more self-aware and develop better skills to lead. Drew
(2010) supports for an environment of trust where feedback on leadership becomes
important for monitoring and continuous improvement. A study of 14 education deans
in the US shows the need for constant self-evaluation on how their decisions impact
faculty, students, college administrators and staff, and adjust accordingly to ensure
quality of life within the organisation (Wepner, D’Onofrio & Wilhite, 2008). The
second reason is to provide a platform to discuss various issues together for an inclusive
approach to maximise the efforts of their staff. Close to 40% of the respondents feel
that decision-making is not well decentralised, suggesting lack of inclusive leadership
approach. A recent study finds that autocratic leadership has lowest positive affectivity
in higher educational institutions (Alonderiene & Majauskaite, 2016). On the other
hand, successful implementation of any plan requires ‘buy-in’ and support of various
constituents (Julius, Baldridge & Pfeffer, 1999), and leaders should make effort to
negotiate and take their staff on board. A constant effort from the leaders to create a
forum for continuous interaction and discussion could address this leadership gap.
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Conclusion
Leadership is considered an effective means for organisational success. Effective
leaders will be able to form a positive opinion of their colleagues and have them
motivated to work towards common goal. Therefore, it is crucial to have leadership
assessed and enhanced in the best possible manner. However, as shown by this study,
the initiative is found lacking in RUB.
The study finds that most of the employees are satisfied with the way leaders
communicate boarder direction such as vision and mission, treatment of staff in a fair
manner, being more approachable, and building harmonious relationship with the
colleagues. However, much more needs to be done for enhancement of leadership skills
on engagement of staff in planning processes, providing constructive feedback,
delegating decision making authority and ensuring more coordinated approach to
planning and implementation.
Possible solutions to improve leadership include identification of leadership
development as an important area, which is backed by dedicated funding. Continuous
grooming of leaders from the very beginning would enhance leadership capacity. At
the same time, a platform for exchange of feedback is required to support learning
leaders to be more self-aware and consciously improve their leadership skills. It is also
suggested to foster frequent interaction between leaders and staff so that they remain
more informed on issues, broader strategic direction, key performance indicators and
key result areas. It will also allow them to take ownership of various decisions for
effective implementation.
Since it takes a long time to develop leadership attributes, it is proposed that initiatives
to develop leadership capabilities are taken up urgently and in earnest.
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A Study of Identified Factors for Motivation of Entrepreneurship
in the Business Colleges
1

TENZIN PHUNTSHO

Abstract
Students’ motivation for entrepreneurship has various factors. This research intends
to rank the factors among the attitudes towards entrepreneurship: subjective norms,
perceived behavioral control, and entrepreneurship education that motivate students
to become an entrepreneur. Data for this quantitative study were collected from the
students of Gedu College of Business Studies (GCBS) and Royal Thimphu College
(RTC). Descriptive statistical tool such as frequency, percentage, mean score and
standard deviation were used to analyze the data. The findings reveal that attitudes
towards entrepreneurship are contributing more towards motivating students to
become an entrepreneur followed by entrepreneurship education and subjective
norms. Perceived behavior control is found to be the least motivating factor to become
an entrepreneur.
Keywords: Motivation, Entrepreneurship, Attitude, Subjective Norms, Perceived
Behavior Control
Introduction
Bhutan has progressed in all fronts of development since 1960 with the initiation of a
concrete government strategy for socioeconomic development. The rapid growth and
expansion of the Bhutanese economy has resulted in the improved living standards of
the people. On the other hand, the growth in Bhutanese economy has also seen an
increase in youth unemployment. The unemployment situation emerged in the late
1990s. Since then the figure has increased from 1.4% to 2.9% in 2013 (Gross National
Happiness Commission, 2013). Today, it has become a pressing national issue. In the
face of such high youth unemployment, the concept of entrepreneurship has become
more important and relevant at present than ever before.
Entrepreneurship as an economic tool is crucial to every country because the growth
of entrepreneurial activities help in creating and fulfilling a healthy economy. The
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government of Bhutan, in recent years, has placed greater commitment to
entrepreneurial activities, as part of broader economic goals. The government on
realizing the growing importance of role of entrepreneurs in economic development
set up the Economic Promotion Centre in 1990 under the Ministry of Labor and Human
Resources (Yangden, n.d.) and thereafter, business incubators like Loden Foundation
and IT Park have been established.
Entrepreneurship education has become a solution to youth unemployment. This is
because entrepreneurship knowledge and skill lead to increased economic efficiencies,
bring innovation to the market, create new jobs, and raise employment levels (Ribeiro
& Roig, 2017). This involves equipping Bhutanese youths with relevant knowledge
and skills to match employers’ needs in the increasingly competitive job market with
relevant entrepreneurship knowledge and skills. Further, the government consistently
promotes the growth of the private sector by putting in place some key initiatives to
stimulate growth of cottage and small manufacturing industries and non-formal
commercial sectors through the provision of financial supports.
The benefits of entrepreneurial education have been highlighted by researchers and
educators. The popular belief surrounding Bhutanese education system has been that
the current education system does not meet the needs of students and employers and
most students tend to see education to obtain jobs in the public sector which cannot
accommodate all of them (Rai, 2017). Bhutanese youth face difficulties in taking up
private entrepreneurship due to lack of skills and specialization, mismatches between
their education and the demands of activities, less encouragement from family and
friends, lack of social and financial supports and the lack of proper working place (Rai,
2017).
Considering this, few business colleges have been established in Bhutan integrating
entrepreneurship education in the colleges’ academic curriculum which gives students
an alternative career option and the confidence to set up their own business or social
enterprise. The students’ motivation for entrepreneurship among business colleges in
Bhutan are studied based on four factors, namely attitude towards entrepreneurship,
subjective norms, perceived behavioral control, and entrepreneurship education, to see
which factor motivates the students most to take up entrepreneurship. The business
colleges include GCBS, RTC and Norbu Rigter College (NRC). Of the three business
colleges, GCBS and RTC are included in this study. The researcher could not include
NRC as it was established recently.
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Research Objective and Question
As the study aims to rank the factors that motivate the students to become an
entrepreneur, the following research question will guide the researcher in achieving the
research objective:
1. Which factors best motivate the students of GCBS and RTC to become an
entrepreneur?
Literature Review
Entrepreneurship was defined by Koontz and Fulmer (2015) as “the ability of a person
to see a business opportunity, to get together the capital needed to take advantage of
the opportunities and to start a business, taking the risk of failures in the hope of reaping
the reward of success”. Entrepreneurship leads to development of enterprises and
contributes to the creation of goods and services. In addition, it is a main source of
employment, innovation, technological progress and can have an influence on the
economic growth of the country (Staniewski & Awruk, 2015).
Entrepreneurship is strongly encouraged all over the world and it is certainly most
important economic driver. As pointed out by Seth (2017), entrepreneurs can change
the way people live and work. Entrepreneurs’ innovation can even improve standard
of living, create job opportunities and wealth in the society. However, the entrepreneurs
and potential entrepreneurs face various obstacles in implementing their business idea.
The problems are associated with the entrepreneurs as pointed out by Vasudevan
(2017) are fear of failure, job insecurity, peer or family pressure, stresses, initial capital,
financial resources, price of raw materials and equipment, and to obtain skilled
workers.
According to Ni , Ping, Ying, Sern, and Lih (2012), the motivation factors to become
entrepreneur are classified into six categories namely, entrepreneurship intention,
attitude towards entrepreneurship, subjective norms, perceived behavior control,
entrepreneurship education and personality traits. As pointed by researchers, attitude
refers to individual’s general feeling of favorableness or favorableness towards various
stimulus objects. If they have beliefs about an object, they automatically acquire
attitude towards the object. Each belief links the object to some features; individuals’
attitude towards the object acts as a function of their evaluations towards the features.
Whenever individuals learn that the object is linked to a given attribute, their
evaluations about the attribute becomes associated with the object. Attitudes are based
on the total set of the person’s salient beliefs and the evaluations associated with those
beliefs. The researcher also indicated that behavior of a person solely depends upon
individual’s beliefs and attitudes, and those beliefs and attitudes play a vital role in
determining individual’s action. Individuals’ perceptions on ability to perform specific
tasks increase the likelihood of attitude converting into intention and subsequent
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behavior. The attitude towards entrepreneurship has direct and positive effect on
entrepreneurial intentions. Additionally, a researcher has stated that if an individual
holds positive attitude towards self-employment, and sees an opportunity to perform
an entrepreneurial action, then most likely he will form an entrepreneurial intention.
Besides, subjective norms known as social norms refer to the perceived social pressure
to perform or not to perform a desired behavior. Pressure from family, friends and
society affect one’s behavior to be an entrepreneur. As stated by researchers, subjective
norm has a direct significant relationship with self-employed intention and family
background which will influence subjective norm in affecting entrepreneurial
intention. The researcher has found that subjective norm has a significant relationship
between attitude towards the behavior and perceived behavioral control.
Perceived behavioral control refers to people’s perceived ease or difficulty to perform
a given behavior. It is assumed to reflect the past experiences of people and anticipate
obstacles. The researchers have stated that perceived behavioral control accurately
reflect a person’s actual control in situation and reveals judgments of how well a person
can execute a specific action to deal with certain situations.
Entrepreneurship education refers to the curricular lectures or courses that provide
students with entrepreneurial competencies, skills and knowledge in pursuing
entrepreneurial career. Researchers have stated that entrepreneurship education is an
effective means in inspiring students’ intention towards entrepreneurial career, turning
into entrepreneurial actions and increasing venturing rate of students. Entrepreneurship
is confronted with uncertainties as entrepreneurs always try new possibilities and set
challenging goals for themselves. Inadequate business knowledge will lead to riskaverse behavior and reduce entrepreneurial propensity. Throughout adequate business
knowledge acquired from entrepreneurship education, the interest of students towards
entrepreneurial career would increase because it has prepared potential entrepreneurs
in dealing complex decision-making and help them to start enterprise better as they
know the entrepreneurial process and have foundation regarding business management
knowledge.
A study titled ‘What motivates people to start their own business: A Nordic
Perspective’ was conducted among eleven countries to find out the motivation factors
for starting one’s own business in these countries. Alange, Miettinen, and Scheinberg
(1988) found out that need for personal development, need for independence, perceived
instrumentality of wealth, family orientation and social approval are the factors which
motivate people to start their own businesses. In Sweden, Denmark and the USA, the
factor which most motivates them to become an entrepreneur is the need for
independence while in Italy the independence motive is very low. The Norwegian
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entrepreneurs are motivated by the possibility of giving something back to their
families and communities.
With an objective to study the perspective of motivational factors that led the
entrepreneurs to initiate start up activities, a study was conducted among Malay
entrepreneurs (Ismail, Zain, & Ahmed, 2006). They found out that the motivation
factors such as desire for personal development, need of financial security, and
professional satisfaction have significant effect on starting new business.
Venesaar (2006) stated that the main motive to start a business was to take the market
opportunities, achieve independence and use one’s skills for providing income to one’s
family. Gaining a better position in society and earning higher income have also
remained as important motives for starting a business.
With the objectives to analyze the motives of entrepreneurs starting their own business
and to determine factors that affect the success of SMEs, a study was done gathering
evidences from developing countries. Stefanovic, Prokic, and Rankovi (2010) pointed
out through this research that the most important reasons for deciding to own a business
is to increase income, to be able to use past experiences and skills, have job security,
improve quality of lifestyle, own satisfaction and personal growth and to maintain
personal freedom.
Hrehova (2013) showed numerous factors that motivate students to take up business.
The motivation factors to start business as found through this research are interest and
opportunity to apply their creativity, opportunity to decide their own life, opportunity
to earn more, to over-come unemployment opportunity, and opportunity to realize their
own vision. The researcher has also stressed that supportive university environment
also influences the students’ interest in becoming an entrepreneur in the future.
Despite numerous studies being conducted to find out the motivation factors in doing
businesses, not many studies have been conducted in Bhutan to ascertain the factors
motivating students to become an entrepreneur. There are few articles written by
Bhutanese authors about entrepreneur, but their studies have not focused on the
motivation factors which have led youths to take up entrepreneurship as their core
profession after graduation. Therefore, this research is mainly focused on ranking the
factors motivating students of GCBS and RTC to become an entrepreneur.
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Conceptual Framework
Figure 1 describes the framework used for the study. The study examined four variables
as factors influencing an individual to become an entrepreneur. Attitude towards
entrepreneurship, subjective norms, entrepreneurship education and perceived
behavioral control are the independent variables while motivation is taken as the
dependent variable.

Attitude towards
Entrepreneurship
Subjective Norm
Perceived Behavior

Motivation

Control
Entrepreneurship

Education
Dependent Variable

Independent Variables
Figure 3: Conceptual framework

Methodology
Research Design
Quantitative research design is adopted for this study to effectively address the research
problems by integrating different components of the study in coherent and logical
manner.
Population and Sample Design
The final year students of BBA and B Com of GCBS and RTC were the population for
this research. The researcher selected final year students of B Com and BBA as the
population as they are conscious of entrepreneurship concepts in the colleges through
seminars, conferences and entrepreneurship courses offered. A total of 208 samples
(145 students from GCBS and 63 from RTC) were selected using simple random
sampling after determining an ideal sample size using Yamane formula.
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Data Collection
The primary data was collected from the final year students of BBA and B Com from
GCBS and RTC using structured questionnaire.
Data Analysis Tools
Descriptive analyses (frequency, percentage, standard deviation, and mean) were
performed to analyze the data using SPSS software.
Reliability of the Data
Prior to the analysis of the data, reliability test was performed. The overall reliability
of all the variables together reported Cronbach’s alpha value of 0.687. The reliability
score for each variable are presented in Table 1 below.
Table 13: Reliability analysis
Variables
Attitude towards entrepreneurship
Subjective norm
Perceived behavior control
Entrepreneurship education

Items
9
5
6
4

Cronbach’s
alpha
0.609
0.624
0.596
0.699

Among the four variables, entrepreneurship education reported the highest alpha value
followed by subjective norm variable. However, perceived behavior control reported
the lowest mean value of 0.596 compared to other three variables. Since all the four
variables reported acceptable alpha value, further analysis of the data was performed
based on the reliability analysis.
The data obtained were analyzed by using SPSS 21. Descriptive statistics such as
frequency, percentage, standard deviation and mean were used to analyze the data.
There are two sections of analysis: Part A: Personal details of respondents and Part B:
Factors motivating students to become an entrepreneur.
Part A: Personal Details of Respondents
Table 2: Responses by college
College
Gedu College of Business Studies
Royal Thimphu College
Total

Male
82
26
108

Female
63
37
100

Total
145
63
208
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Table 2 shows the number of respondents by gender from each college. Out of the total
respondents (N=208), 108 respondents are male, and 100 respondents are female. Out
of 108 males, 82 are from GCBS and 26 are from RTC. Similarly, out of 100 females,
63 are from GCBS and 37 are from RTC. Male constitutes maximum portion of sample
for this research.
Table 3: Responses by courses
College
Gedu College of Business Studies
Royal Thimphu College
Total

BBA
43
20
63

B Com
102
43
145

Total
145
63
208

Table 3 shows the courses currently pursued by the respondents. Out of 208 total
respondents, 145 are pursuing B Com and 63 are pursuing BBA. It was evident from
the table that maximum respondents are pursuing B Com.
Part B: Factors Motivating Students to Become an Entrepreneur
Prior to the analysis of each item within each variable, mean score of the four variables
were computed to provide as to which variable has scored the highest mean value.
Attitude towards entrepreneurship variable reported the highest mean value of 3.92,
closely followed by entrepreneurship education with 3.91. Perceived behavior control
variable reported the lowest mean value of 3.60 compared to other three variables
(Figure 2).

Attitude toward the
Entrepreneurship,
3.92

Attitude toward the
Entrepreneurship

Subjective norm,
3.78

Subjective norm

Perceived behavior
control,
3.6
Perceived behavior
control

Entrepreneurship
education,
3.91

Entrepreneurship
education

Figure 4: Mean analysis
The following sections present the analysis of each item within each variable to
examine the extent of agreement for each item:
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Table 4: Attitude towards entrepreneurship
Statements
To become own boss
Entrepreneurship career is more
attractive
Availability of resources
Entrepreneurship entails more
satisfaction
Earning higher income
Opportunity to start business
Skills and ability to start
business
Mental maturity to be
entrepreneur
Leadership skills

4.06

Std.
Dev.
1.08

Percentage
(A)
32%

Percentage
(SA)
43%

4

0.935

43%

33%

3.86

0.887

44%

25%

3.99

0.882

43%

31%

4.08

0.836

43%

34%

4.26

0.868

38%

47%

3.76

0.926

41%

23%

3.67

0.932

40%

19%

3.61

0.931

40%

17%

Mean

Among the nine factors identified for understanding the attitude towards
entrepreneurship, the factor ‘opportunities to start a businesses’ has reported the
highest mean score of 4.26 with standard deviation of 0.868. Close to 85% of the
respondents seem to indicate their agreement to the statement. This is followed by the
factor ‘earning higher income’ which has the second highest mean, 4.08. Out of total
respondents, 43% agreed with this statement whereas 34% of them strongly agreed.
The factor ‘mental maturity to be entrepreneur’ has the lowest mean of 3.67 where 40%
of total respondents agreed with this factor and only 17% of them strongly agreed.
Most of the students are motivated to become entrepreneurs because of the availability
of opportunities to start a business and they are least motivated by the individual’s
mental maturity to be entrepreneurs. The overall mean score of the 9 items is 3.92.
Table 5: Subjective norm
Statements
My parents support my decision
to become an entrepreneur
Active encouragement to
individual during their college
education influences them to
become an entrepreneur

Mean

Std.
Dev.

Percentage
(A)

Percentage
(SA)

3.65

1.039

40%

21%

3.87

0.811

54%

20%
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Well-functioning support
infrastructure in college can
motivate me to start-up new firms
I believe that people, who are
important to me, support my
decision to become an
entrepreneur
Government and their policies
encourage one to become
entrepreneurship

3.54

0.947

45%

13%

3.87

0.817

49%

22%

3.96

0.842

46%

27%

From the subjective norms, the factors ‘government and their policies encourage one
to become entrepreneurship’ has the highest mean of 3.96 with standard deviation of
0.842. 46% of the respondents agreed with the statement where as 27% of them
strongly agreed with this factor. This is followed by the factor ‘encouragement during
college education’ and ‘support from relatives’ which have the same mean of 3.873.
The factor ‘well-functioning support infrastructure in the college can motivate to startup new firms’ has the lowest mean value of 3.54. 45% of the respondents agreed with
this factor while only 13% of the respondents strongly agreed. The government policies
regarding entrepreneurship play a pivotal role in encouraging the young entrepreneurs
to start their business and the college infrastructure does not really encourage students
to take up business. Overall mean score of the 5 items is 3.78.
Table 6: Perceived behavior control
Statements
To start a business would be easy
for me
To keep the business working well
will be easy for me
If I tried to start a business, I would
have a high probability of
succeeding (in terms of high
income)
To start my own firm would
probably be the best way for me to
take advantage of my education
Entrepreneurship can create
employment opportunities
Entrepreneurship provides
challenging life

Mean

Std.
Dev.

Percentage
(A)

Percentage
(SA)

2.72

1.054

17%

6%

3.08

0.929

26%

6%

3.35

0.777

32%

7%

3.83

0.828

47%

21%

4.45

0.827

30%

60%

4.16

0.923

41%

42%
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From Table 6, Perceived Behavior Control, the factor ‘create employment
opportunities’ has the highest mean, which is 4.45 with standard deviation of 0.827.
60% of the respondents strongly agreed with the factor and 30% of them agreed with
it. ‘Ease of doing businesses’ achieves the lowest mean, which is 2.72 where 17% of
respondents agreed with this statement and only 6% of them strongly agreed with the
factor. Mean score from 6 items is reported to be 3.60.
Table 7: Entrepreneurship education
Statements
Entrepreneurship courses in
colleges influence students to take
up entrepreneurial careers
Entrepreneurship courses should
be made compulsory to stimulate
entrepreneurial spirit
Entrepreneurial cells in the
campus would help students to
start businesses
Entrepreneurial subject is very
important for stimulating
entrepreneurial spirit among the
students

Mean

Std.
Dev.

Percentage
(A)

Percentage
(SA)

3.72

1.017

48%

20%

3.96

0.939

45%

30%

3.84

0.921

50%

23%

4.12

0.883

43%

38%

From the various factors, ‘entrepreneurial subject is very important for stimulating
entrepreneurial spirit among the students’ have the highest mean, which is 4.12. 43%
of the respondents agreed with the statement and 38% of them strongly agreed. This is
followed by the factor ‘entrepreneurship course should be made compulsory to
stimulate entrepreneurial spirit’ which has the second highest mean of 3.96. 45% of
respondents agreed with this statement and 30% of them strongly agreed with it. With
the mean value of 3.72, ‘entrepreneurship course given in colleges’ has the lowest
mean. 20% of the respondents strongly agreed whereas 26.5% agreed on that. Over all
mean score from the 4 items is 3.91
Findings of the Study
The overall statistical results based on the four factors show that the attitude towards
entrepreneurship has mean score of 3.92 and 0.66 standard deviation. The factors such
as subjective norms, perceived behavior control and entrepreneurship education has
respective mean scores of 3.776, 3.597 and 3.908 and standard deviation values of
0.596, 0.579 and 0.739 respectively.
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Out of the four broad categories of motivation factors, statistical results show that the
factor ‘attitude towards entrepreneurship’ is contributing more towards motivating
students to become an entrepreneur followed by ‘entrepreneurship education’ and
‘subjective norms’. ‘Perceived behavior control’ has the lowest mean which means
students are least motivated by this factor to become an entrepreneur.
Limitations of the Study and Direction for the Future Researcher
Only descriptive statistics is used in the study to analyze the data. Future researchers
may explore other statistical tools to enhance the findings.
Conclusion
Entrepreneurship has a significant position in the rapidly changing socio-economic
scenario in the world, and entrepreneurs play an important role in assisting the
development of the nation as it will help reduce the unemployment rate. Based on the
statistical results, the students’ motivation for entrepreneurship is affected by various
factors such as attitude towards entrepreneurship, subjective norms, perceived behavior
control, and entrepreneurship education. Attitude towards entrepreneurship is
contributing more towards motivating students to become an entrepreneur followed by
entrepreneurship education and subjective norms. Perceived behavior control has the
lowest mean which means students are least motivated by this factor to become an
entrepreneur. Students are mostly motivated to become entrepreneurs with the
availability of opportunities to start businesses and with the optimal government
policies.
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