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In the contemporary landscape of global commerce, the competitive advantage of an organization is no longer 

solely derived from capital assets or technological proprietary systems. Instead, the primary differentiator lies in the 

efficacy of human capital. As elucidated in the foundational research of Jason Colquitt, Jeffrey LePine, and Michael 

Wesson, the field of Organizational Behavior (OB) serves as the multidisciplinary study of individuals and groups 

within an organization, focusing specifically on how their behaviors influence the achievement of organizational 

objectives. At its core, the study of OB is centered on two primary outcomes: Job Performance and 

Organizational Commitment. Understanding these outcomes requires a deep dive into the individual, group, and

organizational mechanisms that drive human behavior.

The Dual Pillar Framework: Job Performance and Organizational 
Commitment

The Colquitt-LePine-Wesson model posits that every theoretical construct within organizational behavior eventually

funnels into one of two critical endpoints. To improve the health of an organization, leadership must first define

these metrics with surgical precision.

1. Job Performance: More Than Just Output

Job performance is defined as the value of the set of employee behaviors that contribute, either positively or

negatively, to organizational goal accomplishment. It is not merely the result (e.g., total sales), but the behaviors

themselves. This distinction is vital because focusing only on results can lead to ethical lapses or neglect of long-

term sustainability. Performance is categorized into three distinct dimensions:

•  Task Performance: The explicit obligations an employee must fulfill to receive compensation. This includes 

routine task performance (well-known responses), adaptive task performance (responses to novel or unpredictable 

demands), and creative task performance (development of ideas that are both novel and useful).

•  Citizenship Behavior: Voluntary activities that may or may not be rewarded but contribute to the organization 

by improving the overall quality of the setting in which work occurs. This includes interpersonal citizenship (helping, 

courtesy, sportsmanship) and organizational citizenship (voice, civic virtue, boosterism).

•  Counterproductive Behavior: Employee behaviors that intentionally hinder organizational goal 

accomplishment. These range from minor interpersonal issues (gossiping) to serious organizational offenses (theft, 

sabotage, or harassment).

2. Organizational Commitment: The Psychological Bond

Organizational commitment is the desire on the part of an employee to remain a member of the organization. 

Employees who are not committed engage in withdrawal behaviors, which can be physical (tardiness, quitting) or

psychological (daydreaming, cyberloafing). Commitment is analyzed through three lenses:



Commitment Type Definition Primary Driver Employee Sentiment

Affective Commitment An emotional attachment 
to the organization and 
belief in its values.

Social Networks &amp; 
Culture

"I stay because I want to."

Technical Mechanisms Driving Individual Outcomes

To influence performance and commitment, managers must manipulate various "individual mechanisms." These

are the psychological variables that act as intermediaries between the environment and the employee's behavior.

Job Satisfaction and the Value-Percept Theory

Job satisfaction is a pleasurable emotional state resulting from the appraisal of one's job experiences. According to 

Value-Percept Theory , satisfaction depends on whether you perceive that your job supplies the things that you

value. The formula for dissatisfaction can be expressed as:

Dissatisfaction = (V<sub>want</sub> - V<sub>have</sub>) x (V<sub>importance</sub>)

Where Vrepresents value. This technical breakdown illustrates that even if a discrepancy exists between what an

employee wants and has, it only leads to significant dissatisfaction if the employee views that specific value as

highly important (e.g., pay, promotion, or supervision).

Stress and the Transactional Theory

Stress is a psychological response to demands that possess certain stakes for the person and that tax or exceed 

the person’s capacity or resources. The Transactional Theory of Stress  distinguishes between:

•  Hindrance Stressors: Demands that are perceived as hurdles to goal achievement (e.g., role ambiguity, role 

conflict, daily hassles). These have a negative correlation with both performance and commitment.

•  Challenge Stressors: Demands that are perceived as opportunities for learning and growth (e.g., time 

pressure, work complexity). These can actually foster higher levels of performance when managed correctly.

Motivation: The Expectancy Theory Model

Motivation determines the direction, intensity, and persistence of effort. One of the most technically robust models 

used in OB is Expectancy Theory . It suggests that cognitive processes determine the allocation of effort based on

three specific beliefs:

1.  Expectancy: The belief that exerting a high level of effort will result in the successful performance of some 

task (Effort &rarr; Performance). This is influenced by self-efficacy.

2.  Instrumentality: The belief that successful performance will result in some outcome (Performance &rarr; 

Outcome).

3.  Valence: The anticipated value of the outcomes associated with performance (is the reward worth it?).

Mathematically, Motivation is often viewed as Expectancy x &Sigma;(Instrumentality x Valence). If any of these

three variables is zero, the overall motivational force is zero.

The Core Mechanics of Group and Organizational Influence

Beyond individual psychology, behavior is shaped by the collective environment. This involves leadership, team

dynamics, and organizational structure.



Leadership Power and Influence

Leadership is the use of power and influence to direct the activities of followers toward goal achievement. Leaders 

utilize various forms of power, categorized into Organizational Power (Legitimate, Reward, Coercive) and 

Personal Power(Expert, Referent). Research consistently shows that personal power is more strongly related to

organizational commitment and performance than organizational power.

Organizational Culture: The Social Glue

Organizational culture consists of the shared social knowledge within an organization regarding the rules, norms,

and values that shape the attitudes and behaviors of its employees. It is composed of three layers:

•  Observable Artifacts: The manifestations of an organization’s culture that employees can easily see or talk 

about (e.g., symbols, physical structures, language, stories, rituals).

•  Espoused Values: The beliefs, philosophies, and norms that a company explicitly states.

•  Basic Underlying Assumptions: Taken-for-granted beliefs and philosophies that are so ingrained that 

employees simply act on them rather than questioning them.

Field Guide: Step-by-Step Implementation of the OB Framework

To apply the Colquitt, LePine, and Wesson framework in a professional setting, organizations should follow this

systematic workflow:

Phase 1: Diagnostic Assessment

Begin by measuring the baseline Job Performance and Organizational Commitment levels using validated survey 

instruments. Look for patterns of Withdrawal Behavior. Are employees engaging in psychological withdrawal (e.g.,

socializing instead of working) or physical withdrawal (e.g., absenteeism)?

Phase 2: Identifying Mechanism Deficiencies

Analyze which individual mechanisms are failing. Use the Job Characteristics Modelto evaluate if work tasks

provide:

•  Variety: Does the job require different activities?

•  Identity: Does the job involve completing a whole piece of work?

•  Significance: Does the job impact the lives of others?

•  Autonomy: Does the job provide freedom and independence?

•  Feedback: Does the job provide clear information about performance?

Phase 3: Targeted Intervention

If motivation is low, implement a Goal Setting Theory  approach. Ensure goals are SMART (Specific, Measurable, 

Achievable, Results-based, and Time-sensitive) and provide frequent feedback. If trust is the issue, evaluate 

Organizational Justice. Are rewards distributed fairly (Distributive Justice)? Is the decision-making process

transparent and bias-free (Procedural Justice)?

Comparative Analysis: Motivation Theories

Managers often struggle to choose the right motivational framework. The following table compares the three

dominant theories discussed in technical OB literature.



Theory Focus Key Variable Practical Application

Expectancy Theory Cognitive Calculation Subjective Probability Aligning rewards with 
performance metrics.

Goal Setting Theory Targeted Directives Goal Difficulty/Specificity Using stretch goals and 
performance reviews.

Equity Theory Social Comparison Outcome/Input Ratio Ensuring pay transparency 
and internal equity.

Case Study: Addressing High Turnover in Technical Environments

Consider a software engineering firm experiencing a 25% annual turnover rate. An OB analysis reveals that while 

pay is high (Continuance Commitment), Affective Commitment is low due to poor Leader-Member Exchange 

(LMX) relationships.

The Problem

Engineers feel like "cogs in a machine," indicating low Task Significance and low Autonomy (Job Characteristics

Model). Furthermore, the lack of Procedural Justice in promotion cycles has led to a perception of inequity.

The Solution

1.  Restructure Work: Implement "Project Ownership" models to increase Task Identity and Autonomy.

2.  Leadership Training: Train managers in Transformational Leadership behaviors, specifically Individualized 

Consideration and Intellectual Stimulation.

3.  Justice Audit: Standardize promotion criteria and create an appeals process to enhance Procedural Justice.

The Outcome

By shifting the focus from purely financial incentives (Continuance) to psychological and social drivers (Affective

and Normative), the organization can expect to see a reduction in withdrawal behaviors and an increase in

Citizenship Behaviors, ultimately stabilizing the workforce.

The Broader Implications for Organizational Strategy

The technical study of organizational behavior provides a rigorous, evidence-based roadmap for managing the

most volatile asset in any business: the human element. By understanding that performance is a multifaceted

construct involving task execution, citizenship, and the avoidance of counterproductive acts, leaders can move

beyond simplistic management-by-numbers approaches. Furthermore, recognizing that commitment is not a

monolithic concept allows for more nuanced retention strategies that address emotional, financial, and moral

motivations.

Ultimately, the integration of individual mechanisms like motivation and trust with organizational mechanisms like

culture and structure creates a holistic ecosystem. In such an ecosystem, high performance is not forced but is a

natural byproduct of a psychologically healthy and strategically aligned workforce. As the nature of work continues

to evolve with remote models and AI integration, the core principles of Organizational Behavior—improving

performance and commitment—remain the bedrock of sustainable corporate excellence.
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