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Abstract 
The prime objective of this study is to explore the role of organizational 

training in developing the employees ethically and its ultimate effect on 

organizational commitment. This study aims to focus on organizational 

training for ethical development to increase the organizational 

commitment of the employees. To examine this series of relationship 

among training, organizational commitment and ethical development, 

employees posted at managerial level in service sector have been 

selected as population of the study. A sample of 210 was taken through 

purposive sampling. Descriptive statistics, correlation analysis and 

regression analysis are used to analyse the data. Results showed 

significant relationship among all variables and provide evidence for 

mediation between training of employees and organizational 

commitment. Findings of the study also reveal that ethical development 

increases the organizational commitment of employees if they have 

gone through ethical training. 
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I. Introduction 
 Achieving high productivity with quality is the dream of every organization. 

However, achieving this dream is not easy as sometimes it takes more resources than the 

returns. Resource-based view of the firm suggests that investments in human resource 

management department develop, maintain and update the appropriate skills of 

employees to create inimitable core competencies which result in creating organization’s 

competitive sustainability and high performance (Barney , 1991). Attaining quality and 

excellence in services industry and customer satisfaction depend on the employees’ 

attitude towards organizational commitment (Kusluvan & Kusluvan, 2000; Saibang & 

Schwindt, 1998). Training is the most important intervention, which can develop such 
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attitude, behaviours and organizational commitment of employees to a maximum level 

which ultimately yield satisfied and loyal customers. In many studies, training is referred 

to the most important investment by an organization. Investment in training brings 

distinct advantage to the organization because training enhances organizational 

commitment of the employees. It does so by increasing the skill, motivation and 

knowledge of employees. Thus, the intellectual capital of organization is enhanced (Bulut 

& Culha, 2010).  Long ago, Cox (1984) argued that training developed the employees as 

more valued entity by developing them ethically and which will increase their 

commitment towards organization. These are a few of the benefits of training for both 

employees as well as organisations. On the other hand, if employees learn more skills 

their expectations of growth opportunities become high and they may look for job 

alternatives as high expectations make them think to switch the organization (Rouseau, 

1990).  

 

 The training literature suggests that training & development and organizational 

commitment are significantly associated with one and other (Ahmad & Bakar, 2003; 

Bartlett, 2001). It is therefore need of the hour to focus on training for ethical 

development of employees, as only the skill enhancement will lead an employee towards 

high financial returns and growth opportunities which may eventually guide him to leave 

the current organization or strive for the higher position (which is not always possible) 

but the ethical development may bound him to work in the organization and apply the 

skills in the same organization from where he/she has learned the skills. This largely 

neglected area of organizational management is addressed by this study with the purpose 

to identify the parameters of ethical training, its outcomes in terms of employees’ 

development towards ethical obligation and ultimately achieving high level of 

organizational commitment. In order to address this gap, this study aims to investigate the 

relationship of employees training and commitment and analyse the scenario that this 

relationship passes through ethical development of the employees or not. Considering the 

mentioned research gap and aim, this study aims to achieve the following research 

objectives. 

 

 To explore the relationship between organizational training and ethical 

development. 

 To investigate the relationship between ethical development and organizational 

commitment. 

 To analyse the relationship of organizational training and organizational 

commitment. 

 To explore the mediating role of ethical development between the organizational 

training and organizational commitment. 

 

 In short, the major objective of the study is to test the mediating role of ethical 

development in the relationship between organisation training and organisational 

commitment. The next section critically reviews the relevant literature which 

encompasses the studies around these three variables of interest.  

 



Abou Bakar, Waqas Zaki, Asad Ali, Muhammad Amjad  467 

II. Literature Review 
A. Organizational Training 

 Human resource is the most integral part of the organization and therefore referred 

to human capital in organizations. Training is the process for increasing the worth of this 

important resource. Training can be referred to the technique used by the 

organization/manager to decrease the chances of mistakes and increase the knowledge 

and productivity of employees. It is the role of HR manager to identify or assess the need, 

type and effectiveness of training so that accurate and proper training programs may be 

designed (Bulut & Culha, 2010). Training is described as an investment not and an 

expense in many studies because it provides higher productivity by improving the skills 

of employees (Casey, 1980). The increase in globalization in past two decades has given 

rise to intense competition among organizations (Kuruuzum, Cetin, & Irmak, 2009). Now 

the organizations are more focused but people are still neglected whereas they are the 

most important means to sustain in this era of competition (Kanter, 2006).  

 

 Training is important and effective for employees, who even differ widely in 

personal control, self-esteem and job involvement. However, the employees who are 

committed to organization are expected to respond more positively than those who are 

not committed (Orpen, 1999). Training is also most important part of human resource 

functions and successful human resource planning is considered as one, which includes 

sustainable training (Tanova & Nadiri, 2005). Training can be implemented and 

evaluated with a multi-dimensional structure, which includes training need analysis, 

access to training, its advantages and support.  

 

B. Organizational Commitment 

 Organizational commitment is also known as affective organization commitment 

and can be explained by how much employees are involved emotionally and willing to 

participate in organization to achieve its strategic goals (Mowday, Steers, & Porter , 

1979). Bulut and Culha  (2010) have defined three components of organization 

commitment; (1) Identification; how an employee perceives and adopt organizations 

value and goals. (2) Involvement; emotional engagement in the activities related to 

employees’ role and work. (3) Loyalty; feeling of affection or attachment of employee 

towards organization. Kuruuzum, Cetin and Irmak (2009) also described the same three-

component model of organizational commitment as emotional attachment to 

organization, identification with organization and involvement in organization.  Many 

studies investigated how a bond between organization and employee could be stronger. In 

this way an organization gets ready to spend on employees’ training and employees in 

return are willing to stay with the organization. 

 

 Commitment is the most reliable and valid predictor of organizational 

commitment, which is mostly referred to only predictor of turnover and absenteeism 

(Somers, 1995). There is also a significant relationship between job satisfaction and 

organizational commitment (Yousef, 2002). Training is used to modify or it attempts to 

modify the behaviours of individual trainees (GoldStein & Gillium, 1990). These 

behaviours could be related to employees’ commitment towards organization. Many 

studies of management training have found that the managers who perceive that their 

training can help them in performing their tasks are more likely to use the new skills 

when they return to their work (Baumgartel & Jeanpierre, 1972). Ethics is the most 
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important part of any organization. For example, three quarters of American companies 

have formed their code of ethics and most of them offer the training of ethics to their 

employees (Valentine & Fleischmon, 2004). Training can help to increase the 

commitment of employees as part of ethics. It can bind ethically, an employee to perform 

in the organization from which he/she learned those skills. It further leads employees to 

achieve more productivity and presume higher wages and more improved succession plan 

(Kaufman & Hotchkiss, 2006). Committed employees are more willing to perform in the 

organization and remain with the organization (Steers, 1977).With the increase of 

employee commitment the search for employment decreases, this only comes with the 

development of sense of ethical obligation (Green, Felsted, Mayhew & Pack , 2000).  

 

C. Ethical Development 

 Organizations are realizing that their formal set of rules and policies are not 

enough to bring in the desirable ethical development in employees. Therefore, 

organizations are providing their employees with training of ethics and introducing the 

discussions on ethics in orientation programs of employees, (Coyle-Shapiro, 2002). A 

formal training and development course must include it as an important section/topic or a 

full fledge course of Business Ethics should be considered for training (Sinkula, baker & 

Noordewier, 1997). Training changes the behaviors and environment by providing a 

learning culture (Stein, 1993). Training regarding ethical concepts can help to introduce 

and learn the moral standards to work place and demonstrate the commitment towards 

organization. 

 

 According to Hart (1997) individuals are less likely to leave their job if their 

existing ethical climate is same as their preferred one. As far as the top management 

teams are concerned, the sharing of important information among members will help 

them gain a common understanding, while making strategic decisions (Amason, 1996). A 

positive ethical culture may be generated in an organization by bringing in the integrated 

organizational structure. This structure helps promote the shared values among members, 

promotes collectivism and thinking. It also brings strong understanding and trust which 

ultimately enhances the organizational commitment (Egbu, 2000). 

 

 Armstrong, Ketz and Owsen (2003) argued that a huge body of literature supports 

that the ethics education have positive impact on ethical development. Moreover, Arlow 

and Ulrich (1980) argued that business and personal ethics of business professionals 

excelled significantly as they got the exposure to course training of ethical decision 

making. Furthermore, Hian, Chye and Elfred (2000) explained that the understanding of 

link between organizational ethics and outcome can provide many advantages. 

 

 In short, a review of the current literature sheds some light on an important link 

among training, ethical development and commitment. However, the link is not as such 

empirically tested. Therefore this study offers the following theoretical framework and 

relevant hypotheses.  

 

III. Theoretical Framework 
 Because of their importance, these three variables are linked 1) Organizational 

training as independent variable and organizational commitment as dependent variable 

while ethical development is a mediating variable. This study will examine the role of 
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ethical development in the relation of organizational training and organizational 

commitment. By doing so, this research will bridge the gap between the relationship of 

training and organizational commitment by adding the new variable of ethical 

development in this relationship.  

 

Figure 1: Relationship among  training of employees, organizational commitment 

and ethical development 

 

 

 

 

 

 Past studies suggested that organizational training may increase the ethical 

development but use of training for developing the ethical obligation in employees is 

lacking in past research. This gap will be facilitated by this study. Hian, Chye and Elfred 

(2000) suggested that organizational training increases the organizational commitment 

but this relationship is not established in the context of ethical development of 

employees. Moreover Bulut and Culha  (2010) suggested that although the relationship of 

training and ethical development has been authenticated by many researchers, but this 

research must be done in organizational work settings to validate the said impact. 

 

A. Hypothesis  

 In order to address the gaps we postulates the following hypothesis 

 

H1: Employees’ training is correlated with organizational commitment. 

H2: Ethical development is correlated with organizational commitment. 

H3: Employees’ training is correlated with ethical development. 

H4: Ethical development mediates the relationship between employees’ training and 

organizational commitment.  

 

IV. Research Method and Analysis 
 In order to test the mentioned hypotheses, quantitative research method is used for 

this study. The research was completed in non-contrived environment and as the data are 

collected at single phase of time therefore the time horizon for the study is cross 

sectional. We used survey method to collect the data. To serve this purpose, self-

administered questionnaires were designed and used. Population for this study comprised 

of employees of service sector organizations of Punjab, Pakistan. To highlight the 

importance of increasing the organizational commitment and ethical development this 

particular industry is chosen. The study is limited to Punjab province due to time and cost 

constraints. The services sector is further narrowed down and only two sectors; banking 

and telecommunication industry were selected for this study. These two industries are 

becoming highly competitive and margins of gaining competitive advantages are 

reducing therefore in these two sectors it is becoming more imperative to gain 

competitive edge through the development of employees ethically and increasing 

organizational commitment. Employees posted at managerial positions were chosen as 

sample of this study. The purposive sampling technique is used to collect the data. 210 

questionnaires were distributed and 200 were received.  
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A. Analysis and Results  

 Softwares such as SPSS, Nvivo and endnote are used for data analysis, literature 

review and for referencing respectively. Regression analysis, coefficient of correlation, 

frequency and ANOVA are used for data analysis. The results are presented in following 

tables. 

Correlation Analysis 

 Table 1 shows the results of correlation analysis. Results reveal that all the 

variables are correlated. Training is significantly correlated with organization 

commitment, as Pearson’s coefficient of correlation between training and organizational 

commitment is (0.450), which is significant at (p<0.01). Further results also show that 

mediating variable ethical development is correlated with dependent variable 

organizational commitment as Pearson’s coefficient of correlation between ethical 

development and organizational commitment is (0.435) at (p<0.01) level. Moreover, 

independent variable ethical training and mediating variable ethical development are also 

correlated as Pearson coefficient of correlation is (0.623) at (p<0.01) level. Hence, 

hypothesis H1, H2 and H3 are supported. 

 

Table 1: Correlations Analysis of Variables 

Correlation Analysis 
Organizational 
Commitment 

Ethical 
Development 

Training 

1. Organizational commitment 1   

2. Ethical development .435** 1  

3. Training .450** .623** 1 
** Correlation is significant at the 0.000 level 

 

Regression Analysis 

 In order to test Hypothesis H4 (the mediating role of ethical development in the 

relation of training of employees and ethical development), mediation method of Baron 

and Kenny (1986) is used. They suggested three step test for mediation analysis. 

 

 In this 1st step, training of employees is regressed on ethical development. Table 2 

indicates the results of regression test. Value of (R
2
=.550) suggests that the 55% variance 

in ethical development is explained by training of employees and (= 2.457) suggests that 

the volatility between training and ethical development at (p<0.01) level. Thus, positive 

impact of perceived training of employees on ethical development is significant. This 

confirms the first condition to run the mediation test. Table 2 shows Regression results 

for perceived training of employees’ effect on ethical development. 

 

Table 2 

                                                                                         R
2                  

          Sig. 

Step 1:                                                                                                                                               

Training-Ethical development                   2.457             550                      .000 

 

 In second step independent variable training is regressed on dependent variable 

organizational commitment.  Regression analysis is performed to analyze the effect of 

training of employees on organizational commitment. Table 3 shows Regression results 

for training of employees’ effect on organizational commitment 
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Table 3 

                                                                                                R
2            

          Sig. 

Step 2:                                                                                                                                               

Training – Organizational commitment        1.167                  .310                 .000 

 

 Value of (R
2 

=0.310), represents that 31% of variance in organizational 

commitment is explained by training of employees and explains the relationship of 

independent and dependent variable as (= 1.167) explaining the volatility in 

organizational commitment due to training at (p<0.01) which also fulfills the second 

condition for mediation test. 

 

 In third step mediating variable ethical development is regressed on dependent 

variable. Table 4 represents the result of the regression analysis. It reveals that 

relationship of mediating variable ethical development and dependent variable 

organizational development is significant as value of (R
2
=0.361) suggests the explanation 

of dependent variable organizational commitment by mediating variable ethical 

development. Results also reveal the volatility in dependent variable, organizational 

commitment due to ethical development (=1.34 ) at (p<0.01). Table 4 shows Regression 

results for ethical developments effect on organizational commitment 

 

Table 4 

                                                                                     R
2            

          Sig. 

Step 2:                                                                                                                                               

Training – Organizational commitment       1.34      .361                 .000 

 

 Hence, proposed model fulfills all the three conditions for mediation test, 

therefore, hierarchal regression is run to check the mediating role of ethical development 

between training and organizational commitment.  

 

 Barron and Kenny (1986) suggested that mediation effects are confirmed when the 

relationship of independent variable and dependent variable becomes insignificant after 

the inclusion of mediating variable in hierarchal regression. Table 5 depicts the results of 

mediation test. Results reveals that proposed mediation of ethical development exists 

between training and organizational commitment as value of (=0.923) is reduced from 

previous value and the relation become insignificant after the inclusion of ethical 

development (p=0.06). Thus above three regression models signified the research model 

proposed for this study. Hence, H4 is supported. Table 5 shows Regression results for 

training of employees and ethical development effects on organizational commitment 

 

Table 5 

                                                                                          R
2                   

           Sig. 

Step 3:                                                                                                                                               

Training-ED-OC                                        0.923               .310                     .06 
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V. Conclusion  
 From the results of this stud, it can be concluded that all the suggested relationship 

are found significant. It usually happens that benefits of training are not transferred to the 

employees and the employees do not have access to training and ultimately desired 

outcomes are not obtained through trainings. On other side, organizations which are 

providing benefits, motivation and support to employees for training have shown 

improved results as the employees become more ethical and serve the organization with 

more commitment. The findings of the study suggest that if organizations focus on the 

training of the employees for their ethical development then the employees will have 

more commitment towards organization. This study defines ethical development in terms 

of behaviors at the workplace which create a level of satisfaction in employees and 

provide ultimate direction towards strong association among employees and organization 

to achieve organization’s objectives.  

 

A. Managerial Implications 

 Organizations train their employees to achieve the objectives of organization, here 

management has to realize that if they focus on personal development of employees and 

fulfill their side of ethical obligation and teach employees for ethical considerations at 

work place this will be beneficial for the organization. Training the employees for ethics 

will have dual nature of benefits as these training make the employees understand that 

these trainings can help them in their future career. On other hand it will serve the 

purpose for the organization, as it will increase the organizational commitment. After 

such personal development of ethics, a novel culture will be introduced in the 

organization.  The old employee will come with new passion to achieve the objectives of 

organization because they feel themselves at the higher level of self-esteem, as the overall 

culture will be ethically strong. Ethical culture will make employees more satisfied and 

reduce burn out and turn over which will ultimately increase organizational commitment. 

The other main area highlighted by this study is that the benefits from training have to be 

transferred to employee along with the organization to serve the purpose of ethical 

development of employees. If an employee after training is yielding more performance 

then she/he must be provided growth opportunities to avoid dissatisfaction of employees, 

as this will complement the process of escalation of organizational commitment through 

ethical development.  

 

B. Limitations and Future Directions  

 This research study has used one time data collection that is cross sectional data. 

Future research can explore the long term impact of trainings on employees’ performance 

and organizational commitment by using the time series data as changes in employees’ 

behaviors, motivation level and skills can be explored over a certain period of time. Role 

of supervisors for on job ethical development among the employees may also be analyzed 

in this model of the study. Future research may also expand to other samples and study 

variance of results in different cultures of remaining provinces of Pakistan. Further, it is 

suggested for the future research that a comparative analysis for manufacturing industry 

and service industry of this model can also be explored. 
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