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Introduction

The quality of work life (QWL) has become a pressing concern in modern organisational settings,
particularly in public sector institutions. Employees increasingly face extended working hours, stress,
and burnout, which undermine their commitment and productivity (Cho et al., 2017; Msabaa, 2017).
In Kenya’s county governments, these challenges are exacerbated by limited implementation of
welfare programmes, despite their proven role in enhancing employee satisfaction and organisational
performance (Murithi, 2020; Korir, 2019).

Welfare programmes—defined as structured organisational initiatives that support employees’
health, well-being, and work-life integration—are a critical subset of broader work-life balance
practices. These programmes include counselling services, paid holidays, and free health initiatives,
all of which contribute to employee morale and retention (Stephen, 2024; Hiltrop, 2023).
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However, the effectiveness of welfare programmes may be influenced by the prevailing organisational
culture. A culture that values flexibility, support, and employee well-being can amplify the impact of
welfare initiatives (Schein, 2020). This study investigates the influence of welfare programmes on
employee commitment among county administrators in Western Kenya and examines the moderating
role of organisational culture.

Despite the recognised importance of welfare programmes, county governments in Western Kenya
have not fully leveraged these initiatives to enhance employee commitment. The role of organisational
culture in moderating this relationship remains underexplored. The study therefore sought to assess
the influence of welfare programmes on employee commitment and to examine the moderating effect
of organisational culture on this relationship.

Welfare Programmes

According to a study by Adams in 2021 on strategic human resource management practices in UK
firms, employee welfare was one of the factors that influenced employee work commitment (Mensah,
2023). The research suggested enhancing employee welfare programmes regarding health benefits,
retirement plans, and insurance. Stephen (2024) examined the importance of employee welfare for
employee commitment in US judicial institutions. The study employed a descriptive survey design,
with a sample of 360 senior judicial staff. The study results showed that in the USA, most judicial
organisations with strong employee welfare schemes, such as housing, health benefits, and
comprehensive insurance plans, had high employee commitment, which translated into high
employee retention. Programmes such as recognition/reward of success/achievements in small
means a lot in building confidence and morale of employees” (Hiltrop, 2023). Welfare programmes
serve an important function; they continually assure employees that their well-being matters
(Campbell, 2020).

Organisational Culture

Schein (2020) examined how organisational culture influences employee behaviour and how it
moderates the impact of organisational practices, including work-life balance initiatives. His work
focused on hierarchical organisations and explored how culture can either support or obstruct work-
life balance programmes. Schein argued that when an organisation’s culture values flexibility and
work-life integration, it significantly enhances the effectiveness of work-life balance practices, leading
to better employee outcomes. His study is particularly relevant to the current research as it provides
a foundation for understanding how cultural values, such as support for employees' personal lives,
can boost the success of work-life balance programmes among county administrators in Western
Kenya.

Employee Commitment

Employee commitment refers to an employee's loyalty to an organisation, the effort an employee is
willing to make on behalf of an organisation, the level of goal and value congruency between an
employee and an organisation, and the interest an employee has in remaining employed by an
organisation. In this research study, the researcher will focus on the three components of the Allen
and Meyer Model of Commitment, viz.,, Affective, Continuance, and Normative commitment
(Abdullah & Rahman, 2015). Commitment can be viewed as: affective commitment, continuance
commitment and normative commitment (Allen et al., 1990) as cited by Abdullah et al., (2016).
Affective commitment is the emotional attachment, identification with, and involvement in the
organisation. Employees, with a high affective commitment, remain in the organisation since they
wish to do so. Thus, this type of commitment is desire-grounded. Nevertheless, no consistent decision
has been made about the mechanisms involved in its creation. Meyer and Herskovits suggest that any
variable that increases the likelihood of the next three issues helps people become effectively devoted
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(Meyer et al., 2017). A person gets engaged — that is, driven by their volition or caught in the stream
of action.

Theoretical review

The study is anchored on four interrelated theories that explain the dynamics between welfare
programmes, organisational culture, and employee commitment. Spillover Theory, as articulated by
Staines (1980, in Palumbo, 2020), posits that experiences in one domain —such as work —can positively
or negatively influence experiences in another domain, such as family life. This theory is supported
by research indicating that emotions, behaviours, and attitudes developed at work often extend into
personal life and vice versa (Chung & van der Lippe, 2020; Palumbo, 2020; Gragnano et al., 2020;
Belsky et al., 1985; Kelly et al., 1985; Orwa et al., 2020). Enrichment Theory, developed by Powell and
Greenhaus (2006), suggests that participation in one role can enhance the quality of life in another
through the accumulation and transfer of psychological resources, a view echoed by Graham and
Dixon (2017). Segmentation Theory assumes that work and family domains are independent and do
not influence each other. However, this perspective has been critiqued for its limited empirical
support and theoretical maturity (Lee et al., 2019; Guest, 2001). Finally, Facilitation Theory, as defined
by Frone (2003), posits that involvement in one role can generate experiences, skills, or opportunities
that simplify participation in another. This theory is further supported by Feeney et al. (2019) and Van
Steenbergen et al. (2014), who argue that facilitation can be bi-directional, with benefits flowing
between work and family domains. Collectively, these theories provide a robust lens for
understanding how welfare programmes, when supported by a conducive organisational culture, can
enhance employee commitment by promoting balance, integration, and mutual reinforcement
between work and personal life.

Conceptual Framework

This framework illustrates the hypothesised relationships among the study variables. Welfare
programmes (independent variable) are expected to positively influence employee commitment
(dependent variable), with organisational culture acting as a moderating variable.

Figure 1: conceptual framework

Welfare Programs Employee Commitment
Counselling services - Affective
Free health programs . Normative
Paid holidays - Continuance

Organization culture
Artifacts
Values
Assumptions

Adapted from Hakim, 2019; Hill et al., 2021; Clark, 2018; Billups, 2019; Bond et al., 2022; Armstrong, 2023;
Agada et al., 2020; Ifrah, 2019; Hughes et al., 2020.

Methodology

Research Design
This research study adopted a descriptive survey and an explanatory design to explore the
relationship between variables. This design was relevant in identifying characteristics of an observed
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phenomenon (Leedy et al., 2010). This design was appropriate for this study, as Zikmund (2013) noted
that a descriptive research design is intended to produce statistical information about the research.

Target population

The focus of this study was on all the 198 sub-county and ward administrators of the four county
governments in Western Kenya (Kakamega, Vihiga, Busia and Bungoma). These county governments,
in total, have 33 Sub-counties and 165 Wards, with county administrators divided into two levels:
County administrators and Ward administrators, as shown in Table 1.

Table 1: Target Population in County Governments

Population nx Ward Total % Representation ny
Subcounty Administrators
Administrators
Kakamega 12 60 72 36.36
Busia 7 35 42 21.21
Vihiga 5 25 30 15.15
Bungoma 9 45 54 27.27
33 165 198 100

Sampling and Sample Size

This study utilised a census technique, collecting data from the entire population of county
administrators in the Western region of Kenya rather than selecting a sample. A census ensures that
every individual in the population is included, providing a comprehensive and accurate
representation of the target group. The study population consisted of all sub-county and ward
administrators in the four counties of Kakamega, Busia, Vihiga, and Bungoma.

Using the census approach, the study collected data from all 198 administrators, ensuring that the
findings reflect the views and experiences of the entire population. This method eliminates the risk of
sampling error and provides a complete and reliable understanding of how work-life balance
practices and organisational culture influence employee commitment among county administrators
(Billups, 2019).

Table 2: Census size

County Population ng
Kakamega 72

Busia 42

Vihiga 30

Bungoma 54

Total 198

Data Collection

Primary data were collected through structured questionnaires administered to employees at the
county governments' headquarters. The questionnaire was designed to capture information on e-
performance management practices, corporate culture indicators, and organisational performance
metrics. It included both closed-ended and Likert-scale items to facilitate quantitative analysis.
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The instrument was pre-tested to ensure reliability and validity. Data collection was conducted in
person and electronically, depending on respondent availability and preference. This hybrid approach
increased response rates and accommodated varying work arrangements.

Data Collection Instruments

Structured questionnaires were used to collect primary data. Part I collected demographic information
from respondents, including age, gender, education level, and length of service. The second part
contained Likert-scale items covering welfare programmes, organisational culture, and employee
commitment. A separate subsection on instrument design ensured clarity in structure, while the data
collection procedure described the administration process.

Reliability

The standardised Cronbach alpha was also examined for the questionnaire items, based on a
composite variable of employee commitment, yielding the highest value of 0.894. A summary of the
measures for all questionnaire items and their Cronbach’s alpha statistics is presented in Table 3.
Based on the Cronbach's alpha coefficients (Table 3) for all composite variables in the study, the
research instrument was found to be reliable, and the collected data were equally reliable. This is
because all the variables yielded composite Cronbach alphas of 0.79 for employee commitment, 0.82
for welfare programmes, and 0.85 for organisational culture, all of which were above the acceptable
0.7 alpha coefficient.

Table 3: Cronbach Alpha Coefficients of Variables

Composite Variable Number of Items Cronbach Alpha N

Welfare Programmes 9 0.82 198
Organisational culture 12 0.85 198
Employee Commitment 11 0.79 198

Data collection procedure

A structured questionnaire was developed to capture data on welfare programmes, organisational
culture, and employee commitment. The instrument included closed-ended and Likert-scale items
and was reviewed by two subject matter experts to ensure content validity and alignment with the
study’s theoretical framework.

To enhance data quality, a pilot study was conducted involving 20 county administrators from a
neighbouring county not included in the main sample. The pilot tested the instrument's clarity,
internal consistency, and response time. Based on the pilot results, minor revisions were made to
improve item phrasing and sequencing. Cronbach’s alpha values from the pilot exceeded the
acceptable threshold of 0.70 for all constructs, confirming the instrument’s reliability.

Ethical approval for the study was obtained from the Masinde Muliro University of Science and
Technology Research Ethics Committee. Before participating, respondents were briefed on the study's
purpose, the voluntary nature of their involvement, and the measures taken to ensure confidentiality.
Informed consent was obtained through signed consent forms, and participants were assured that
their responses would be anonymised and used solely for academic purposes.

Data collection was carried out over four weeks, from June 3 to June 28, 2024. This timeline allowed
staggered administration across the four counties —Kakamega, Vihiga, Busia, and Bungoma —while
accommodating the varying schedules of county administrators. A hybrid approach was employed
to administer the questionnaires: face-to-face distribution at county headquarters for sub-county
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administrators, and electronic distribution via email and WhatsApp to administrators with limited
physical access. Weekly follow-up reminders were issued to enhance response rates.

To ensure data integrity, enumerators were trained on standardised administration protocols.
Completed questionnaires were reviewed daily for completeness and consistency. Data entry was
performed using SPSS Version 29, with double-entry verification to minimise transcription errors.
Outliers and missing values were addressed using listwise deletion and mean imputation, as
appropriate.

Data Analysis

Quantitative data were analysed using descriptive statistics (frequencies, means, and standard
deviations) to summarise respondent characteristics and variable distributions. Inferential statistics,
including correlation and regression analysis, were used to test relationships between welfare
programmes, organisational culture, and employee commitment. Specifically, multiple regression
was used to assess the predictive power of welfare programmes on employee commitment. At the
same time, moderation analysis was conducted to examine the influence of organisational culture on
the relationship between welfare programmes and employee commitment.

SPSS 29 software was used for entry, cleaning, and data analysis. These techniques were appropriate
for hypothesis testing, model validation, and generalisation of findings to the broader population.
Descriptive and explanatory designs provided both contextual depth and analytical rigour. Stratified
sampling ensured representativeness across firms, while structured questionnaires enabled
standardised data collection. The use of regression and moderation analysis was justified by the need
to explore complex inter-variable relationships and test theoretical propositions derived from the
theories employed in this study.

Results

Response Rate
A total of 198 questionnaires were distributed, out of which 163 were returned. This represented a
response rate of 82.32 per cent and a non-response rate of 17.68 per cent, accounting for 35
questionnaires.

Descriptive Analysis of Welfare Programmes

The results of welfare programmes offered by counties in Western Kenya highlight their significant
effect on employee commitment and work-life balance. The data suggests that welfare programmes,
such as guidance and counselling services, are relatively well established, indicating that employees
have access to them. Employees largely agree that these services enhance their commitment to their
work. This reflects the importance of mental and emotional support in fostering dedication and
productivity at work. Moreover, guiding and counselling services have been effective in reducing the
spill-over of work activities into personal time. This highlights the role of these services in helping
employees maintain a healthy work-life balance, reducing stress, and preventing burnout.

Free health programmes are another key welfare initiative provided by counties, suggesting they are
generally accessible to employees. These health programmes positively affect employees' service
delivery, indicating that access to healthcare improves employees' focus, health, and productivity.
Additionally, free health programmes help employees manage family medical expenses without
significant financial strain. This reduces the burden on employees and allows them to attend to family
needs more comfortably, contributing positively to their morale and satisfaction.

Paid holidays are also a significant aspect of the welfare programmes provided by counties,
suggesting that most employees receive paid holidays. These holidays allow employees to rest and
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rejuvenate, contributing to overall job satisfaction and enhancing their commitment to work.
Employees also reported being paid for days they did not work, such as public holidays. This boosts
employees' financial security and reinforces the perception that the county values their time and well-
being. Paid holidays enhance employees’ passion for their work activities. The opportunity to take
breaks without losing income positively affects employees' enthusiasm and engagement in their job
roles.

Descriptive Analysis of Employee Commitment

The results of employee commitment among county administrators in Western Kenya indicate a
moderate to strong level of commitment and attachment to their county government jobs, with
varying degrees of emotional connection, job security, and organisational loyalty. A significant
proportion of employees expressed satisfaction with their current roles: 41.1% agreed and 47.9%
strongly agreed that they would be happy to spend the rest of their careers with the county
government. This suggests a high level of employee satisfaction and commitment, further supported
by a sense of belonging to the county government. Emotional attachment to the county government
is also present, though it varies among employees, indicating that some still feel a weaker connection.

48.5% of respondents feel that the county's problems are a part of them. However, the fear of leaving
the county job appears relatively low, as 44.2% agreed and 4.9% strongly agreed that they are not
afraid of leaving. Responses also indicate that many employees do not perceive staying with the
county as a major burden, with 47.9% agreeing that it wouldn’t be costly to learn the job in their
county.

47.2% of employees acknowledged that leaving would require some sacrifice. However, loyalty to the
organisation is not universally seen as essential, as 47.9% agreed that one does not always need to be
loyal to their organisation. 53.4% of employees do not view switching jobs as unethical, with a mean
score of 3.39 (S.D. = 0.670). 38.7% stated that even if they found a better job, they would not consider
leaving.

Inferential Statistics - Correlation analysis

Welfare Programmes are significantly correlated with Organisational Culture (r = .893, p < .05), and
Employee Commitment (r = .608, p < .05), highlighting that supportive welfare initiatives are crucial
in fostering a positive organisational culture and enhancing employee commitment. This reflects the
critical role of welfare support in promoting a cohesive work environment and strong employee
allegiance.
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Table 4: Correlational matrix

Welfare Programmes Organisation Employee
Culture Commitment

N 163 163 163

Pearson Correlation 1 .893” .608™

Sig. (2-tailed) .000 .000

N 163 163 163
Welfare Programmes  gjo (2-tailed) .000 .000 .000

N 163 163 163

Sig. (2-tailed) .000 .000 .000

N 163 163 163

Pearson Correlation .893" 1 .706™
Organisation Culture  gjg (2-tailed) .000 .000

N 163 163 163

Pearson Correlation .608™ .706™ 1
Employee Commitment Gjg (2-tailed) .000 .000

N 163 163 163

Regression Analysis

Table 5: Simple Regression Model Summary for Welfare Programmes and Employee Commitment

Model Summary
Model R R Square Adjusted RStd. Error of theChange Statistics
Square Estimate R Square Change F Change dfl  df2 Sig.
Change
1 .608a 370 366 3.084 370 94.563 1 161 .000

a. Predictors: (Constant), WELFARE PROGRAMMES

Source: Field Data (2024)

The results indicate that the R-squared value is 0.370. This value implies that welfare programmes
explained 37.0% of the variation in employee commitment.

Table 6: ANOVA Results for Welfare programmes

ANOVAa
Model Sum of Squares Df Mean Square F Sig.
Regression 899.123 1 899.123 94.563 .000p
1 Residual 1530.816 161 9.508
Total 2429.939 162

a. Dependent Variable: EMPLOYEE COMMITMENT
b. Predictors: (Constant), WELFARE PROGRAMMES

Source: Field Data (2024)
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The model summary reveals that Welfare Programmes significantly predict employee commitment.
The R value of .608 indicates a strong positive relationship between Welfare Programmes and
employee commitment. R Square value of .370 shows that Welfare Programmes account for 37.0% of
the variance in employee commitment (Onyalla, 2021). The Adjusted R Square of .366 shows minimal
reduction, confirming the model's fit. R Square Change of .370 and the significant F Change value (F
= 94.563, p < .005) affirm the considerable contribution of Welfare Programmes, highlighting their
crucial role in enhancing employee commitment within county administrations (Diaz-Fernandez et
al., 2023).

Table 7: Regression Coefficients for Welfare programmes

Coefficients2
Model Unstandardised Coefficients Standardised T Sig.
Coefficients
B Std. Error Beta
(Constant) 17.317 2184 7.928 .000
1 WELFARE
PROGRAMMES .655 .067 .608 9.724 .000

a. Dependent Variable: EMPLOYEE COMMITMENT

Source: Field Data (2024)

From the table above, the study findings reveal that Welfare programmes have a significant influence
on employee commitment (significance value = 0.000). These findings imply that increasing Welfare
programmes by a single unit or level increases employee commitment by 0.655, all other factors held
constant. Hence, at a 0.05 level of significance, the null hypothesis is that welfare programmes do not
affect employee commitment among county administrators in Western Region, Kenya. Similarly,
Armstrong (2010) highlights that well-structured Welfare programmes contribute to higher levels of
employee commitment, which in turn positively impacts employee commitment. Given the
significance level of 0.05, the null hypothesis posits that Welfare programmes do not affect employee
commitment among county administrators in the Western Region, Kenya. This aligns with the
theoretical framework that suggests a positive correlation between Welfare programmes and
employee commitment, as documented in earlier studies by Vroom (1964) and more recent research
by Deci et al. (2000) on self-determination theory.

Moderating Effect of Organisational Culture

The hierarchical regression analysis was conducted in three sequential models to examine the
predictive and moderating effects of welfare programmes and organisational culture on employee
commitment. In Model 1, welfare programs were analysed alongside other work-life balance
practices. Welfare programmes emerged as a statistically significant predictor (= .167, p = .029),
supporting recent findings that structured welfare initiatives such as health benefits, counselling
services, and paid leave enhance employee loyalty and engagement (Joo et al., 2020; Diaz-Fernandez
et al,, 2023). Model 2 introduced Organisational culture as a moderating variable, resulting in a
marginal increase in explained variance (R?change = .004, p = .167). Still, the effect of welfare
programs became statistically insignificant (f = .004, p = .980), and organisational culture itself did not
significantly predict employee commitment (8= .179, p = .167). This outcome aligns with recent
studies suggesting that, while organisational culture can reinforce HR practices, its standalone
influence may be limited in bureaucratic public-sector environments (Kotter et al., 2021; Allen et al.,
2023). In Model 3, interaction terms were introduced to test whether organisational culture moderated
the effects of each predictor, including the welfare-culture interaction. The model showed no
significant improvement (R? change = .006, p = .482), and all interaction terms—including Welfare
Programs Organisational Culture—were statistically insignificant (p> .05), indicating that
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organisational culture does not moderate the relationship between welfare programmes and
employee commitment. These findings reinforce the primacy of welfare programmes as direct drivers
of commitment and suggest that cultural interventions, while valuable, may not amplify their effects
unless integrated with structural reforms (Golden, 2022; Aiken et al., 2022).

Table 8: Summary of Hierarchical regression

Sig. F

Model Included Variables R?2  AR? F Change Interpretation
Change
Model1  Welfare Programmes 0708 — 95638 .00 Welfare Programmes significantly predict
Employee Commitment.
Welfare Programmes + Organisational Culture adds minimal
Model 2 o Tos 0.711 0.004 1.930 167 explanatory power; not statistically
Organisational Culture S
significant.
Welfare Programmes +
Organisational Culture + Interaction terms do not significantly
Model 3 Interaction Terms (Welfare 0.718 0.006 0.872 482 moderate the relationship.
x Culture)
Discussion

Welfare programmes are confirmed as a significant predictor of employee commitment, with a
regression coefficient of B = 0.655 and R? = 0.370. This aligns with Inegbedion (2024), who found that
work-life balance (WLB) initiatives — particularly health benefits and counselling services —enhanced
employee commitment through the mediating role of job satisfaction across four universities and four
multinational firms. Similarly, Al-Mamari (2023) reported that organisations offering structured
welfare programmes experienced higher retention and morale, mainly when these programmes
addressed both professional and personal domains.

Organisational culture, despite strong correlations with welfare programmes (r = .893) and employee
commitment (r = .706), did not significantly moderate the relationship (R? = 0.004, p = .167). This
contrasts with Schein’s (2020) cultural alignment theory, which posits that values and assumptions
within an organisation amplify the effectiveness of HR interventions. The discrepancy may reflect the
bureaucratic rigidity of county governments, where formal policies often outweigh informal cultural
dynamics.

Comparative studies reinforce this interpretation. Hubstaff’s 2024 global survey found that while
organisational culture contributes to employee satisfaction, structural supports such as paid leave,
mental health services, and flexible scheduling were more strongly associated with
commitment across sectors. In contrast, Malova (2023) found that at the Kenya Institute of Curriculum
Development, WLB practices only improved performance when embedded within a supportive
cultural framework, suggesting that the moderating role of culture is context-dependent.

Further, Inegbedion’s (2024) comparative analysis between academic and corporate institutions
revealed that multinational firms benefited more from welfare programmes alone, while universities
required cultural reinforcement to achieve similar levels of commitment. This supports the current
study’s conclusion that, in public-sector environments, direct welfare interventions are more
impactful than cultural variables.

Conclusion
The results show that welfare programmes have a positive influence on employee commitment,
though their effects vary in magnitude. Welfare programmes demonstrated a moderate, positive
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relationship with employee commitment, suggesting that enhancing these practices could lead to
significant improvements in employees' commitment to their organisation. However, when
organisational culture is included as a moderator, the analysis reveals that its effect on the relationship
between work-life balance practices and employee commitment is not statistically significant. This
suggests that, while these work-life balance practices are generally beneficial for enhancing employee
commitment, their effectiveness is not strongly moderated or enhanced by the prevailing
organisational culture within county administrations. This lack of significance points to the possibility
that other structural or operational factors beyond work-life balance practices and organisation
culture play a more dominant role in shaping employee commitment in the context of county
government employees in Western Kenya., While work-life balance practices are essential for
improving employee commitment, they may not be sufficient on their own when considered
alongside organisational culture.

In summary, this study contributes to the literature by affirming that welfare programmes are a robust
and direct driver of employee commitment, even in the absence of cultural moderation. County
governments should prioritise institutionalising welfare policies —such as counselling services, paid
holidays, and health programmes—as these have demonstrable effects on morale and retention.
Future research should explore whether specific cultural dimensions (e.g., participatory leadership,
trust, communication) interact differently with welfare initiatives in more agile or decentralised
organisational settings.
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