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Abstract

Performance of employees in any given organization is one of the key factors that determine the general performance of the
organization. The study aimed to establish the influence of employment engagement contracts on employee performance in
the NGO sector in Kenya. This study adopted descriptive survey research design since this made it possible to collect and
analyze data using both qualitative and quantitative techniques. Employees working in project based grassroots NGO’s located
in Bondo Sub-County (420) formed the target population. The sample was selected through the use of Krejcia and Morgan
1970 Schedule, thus a sample size of 201 was selected out of the target population of 420. Simple random sampling was
utilized to select any 6 of the project based grassroots NGOs and study all employees engaged with them. Questionnaire was
used in the collection of data. Data was analyzed using descriptive statistics such as frequencies and percentage counts and
presented using frequencies and percentage tables. It was concluded that organizations had clear guidelines that governed their
contract engagement that were suitable and sensitive to their needs.
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1. Introduction

Traditionally all over the world, Human Resources practices have been concerned with activities such as employee
recruitment, training and development, reward management, industrial relations among others according to Armstrong (1996).
Today Human Resources professionals have gone a notch higher to look at how the Human Resources factors influences
performance within organizations. For instance, Human Resources professionals all over the world are not only concerned with
recruitment and selection but they determine how the nature of engagement of the recruited staff influences his/her performance,
they do not just train but they train and develop their staff with the main aim of enabling their staff to be more productive, they not
only compensate their staff for what they do for the organization but they develop a reward system that will motivate a staff to do
their best to ensure that the organization excels. According to Beardwell and Holden (1993) Human Resources Management
concepts are key in ensuring that staff are motivated and committed to the institutions in which they work in resulting not only to
increased performance amongst the individual staff but also of the organization. Establishments that are dedicated to quality and
success invest in sound Human Resources practices such as training and development of its people, Evans and Lindsay (1999)
gives an instance of Xerox Business Products and Systems which invests over $125 million in quality training and development of
its staff while Motorola &Texas Instruments provides a minimum of 40 hours of training to each of its employees on a quarterly
basis. In kenya, organizations such as Safaricom have been known to excel due to its sound HR practices that provides impetus for
staff to be productive enabling such organizations to retain top spots with regards to performance and profitability.
Conventionally, training is planned and rolled out amongst new employees only but there is a progressive realization that
continuous training for employees help them adjust to changing job and general business requirements. Current global economic
trends have forced most employers to realize that the performance of their individual employees go a long way in determining the
success of the organization (Meyer and Peng 2006).

According to NGO’s Act (1990), an NGO is a private entity that is composed of voluntary group of individuals or bodies that
are operated for noncommercial purposes but are organized nationally and internationally through mobilization of resources for
the promotion of social concerns such as welfare, development, charity or research. All over the world, NGO’s work in three
levels. The first level is the international level whereby the main NGO bodies are situated. They are responsible for raising funds
to support their different programs. The second level is the national level which acts as trustees within the country to which
programs are to be implemented. They audit, monitor and evaluate projects being implemented in different parts of the country
and do reporting to their international partners (Carrol, 1992). The last level is the grassroots NGO level which plays a critical part
in ensuring that the NGO bodies achieve their goals as they are responsible for serving target population as described by their
national and international counterparts. Grassroots NGO’s are responsible for implementing humanitarian and development
oriented projects as described by their parent partners in consultation with the target population. Grassroots NGO’s are sometimes
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confused by Community Based Organizations (CBO’s), while they may be similar they are very different since CBO’s are formed
by the local community members to meet their common challenges hence the frame work under which they operate are locally
influenced, on the other hand, the grassroots NGO’s are part of an international NGO body that is registered by the NGO Council
within Kenya and even though they partner with the local beneficiaries of their projects, the framework under which they operate
are largely influenced by their national and international partners (Martinez, 2008).

NGO’s at grassroots level in many cases undergo a number of challenges which stems from their capacity to mobilize
financial, human, and structural capital to fulfill their mission. All these challenges can be traced back to significant shortages or
inability to attract and retain qualified human capital to write quality project proposals to attract funding, in cases where there is
funding, there may be challenges of qualified human resources to run the projects to meet partners performance demands as well
as community’s expectations from the projects, these includes the professional competencies to meet increasingly complex
administrative demands within the NGO sector especially at the grassroots level (Carrol, 1992).

2. Research Problem

Despite the growing concern that the framework or the nature of employment engagement contract is likely to be an important
feature of present day work, there is no clarity as to how it affects the performance of employees. Studies that have been
conducted especially in Kenya to bring out the relationship between the influences of the nature of employment engagement
contract on employee performance are more general thus fail to bring out an in depth thought of the issues under this study
(Ongera and Juma, 2014).

3. Objective of the Study

The specific objective of the study was to establish the influence of employment engagement contracts on employee
performance in project-based grassroots NGO’s in Kenya.

4. Justification of the Study

The findings of the study are hoped to assist the project based grassroots NGO’s in understanding the Human Resources
factors that they need to put in place so that they can achieve maximum performance in the course of their operations. The study is
expected to benefit the NGO Council to know the measures to put in place so as to support the project based grassroots NGO’s on
their Human Resources factors in order to enable them achieve the performance standards that are outlined by Donors and
international partners as well as to achieve the mandate as per their registration with the council. It is expected that the study will
enlighten key players in the grassroots NGO sector such as Boards of Trustees, Community Members, and beneficiaries amongst
others on human resources factors that needs to be in place in order to achieve the desired performance. The study will assist the
government to know how to support and partner with grassroots NGO’s when it comes to issues of Human Resources factors in
order to enable them achieve the target results and hence continue with their operations to posterity. The findings of the study will
give facts on Human Resources factors that influence performance amongst the grassroots NGO’s and this can be presented in
conferences and in NGO forums with an aim of sharing implementable knowledge that will aid in improvement of grassroots
NGO performance in other areas of the country. The study will provide knowledge to interested students, readers and researchers
whose concentration is in similar area. The study will also enable the student fulfill his course requirements in Masters of Arts in
Project Planning and Management.

5. Review of Literature

Technological innovation and globalization as well as changes in economic and political conditions have immensely
contributed to a dramatic change in working conditions as well as employment relationship between organizations and employees
(Isaksson, 2005). Organizations are currently moving away from bureaucratic arrangements that are based on rules that encourage
long-term employment relations. Current management practices such as restructuring, benchmarking, total quality management as
well as adhering to working regulations like; equal opportunity, health and safety have had significant impact on employer
employee relationships (Sharkie, 2009). Grassroots NGO’s have embraced modern organizational development trends in a bid to
minimize on their costs and maximize on their output. For example, many NGOs have flatter structures which make them more
flexible and cost effective, their model being more of a projectized structure.

The traditional working relationship where an individual nurtures a single career within a particular organization as he/she
grows up the hierarchical ladder of the organization as per the organizations plan is a thing of the past that is not well embraced
both by employees and employers in the NGO sector be it at national, international or at grassroots level. Currently in many
industries including the NGO sector, people are more dedicated to their careers more than they are dedicated to their employers
and that is why there are people who offer their services to more than one employer regardless of whether such employers are in
competition or not. This has resulted to organizations shying away from offering long term career progression to their employees
in return for loyalty, performance and commitment. On the flip side, some employees are shying away from long term
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engagement arrangement as this will make them lack the time to engage themselves in other income generating activities.
Employment relationship which is guided by factors such as the hours worked and projects successfully completed works
perfectly well for most donor funded organizations which is usually the basis for project based NGO work. For example, when a
grassroots NGO receives funding to implement certain humanitarian or development based projects, the project only runs for a
certain period of time after which the national and international partners will expect such projects to be handed over to the
community members to own and sustain the project for their own good. This means that the staff working in such a projects will
have to part ways with the organization especially if there is no other projects coming by and even if the other projects comes by
then the employees have to fit into the skill set for such projects for them to be engaged (Isaksson, 2005).

Creating and maintaining a more practical mutual relationship between employees and their employers has become a real
challenge due to the shift from organizations managed careers to self-managed careers. Psychological contract has progressively
become a key element to the relationship between employees and their employers; it is an unwritten contract that is comprised of a
set of expectations that operates at all times between different staff members within organizations as well as between respective
employees and their employers. Psychological contract is characterized by a reciprocal obligation amongst members of a given
organization. Psychological contract is different from the traditional employment contract which is a written legally binding
agreement committed to by both an individual employee and a representative of the employer/organization before commencement
of employment (Sharkie, 2009). Psychological contract is based on the consistency between what is perceived to be promised and
what is received. It is worth noting that violation of psychological contract can result in feelings of betrayal and frustration which
may lead to decrease in employee motivation, job dissatisfaction and reduced employee commitment resulting in poor
performance. This may also lead to turnover amongst the employees. Psychological contract highly determine the nature of
relationship between employees and the organization in which they work in (Patrick, 2008).

Many organizations including the NGO’s particularly the grassroots NGO’s are able to get the best from their employees with
regards to their energies, knowledge, skills and creativity depending on the strength of the psychological contract. Strengthening
psychological contracts is a fundamental practice that should be embraced by any organization including the NGO’s since it has a
direct causal relationship with the employees self-drive and motivation. In today’s employment set up, the management are
increasingly finding it difficult to realize employee’s contributions through coercion; instead organizations have to come up with
creative mechanisms that promote commitment from staff members rather than compliance (Sharkie, 2009).

The two major types of contractual arrangements are relational and transactional contracts. Contracts of transactional nature
have a narrow scope and takes place over a specific period of time. For example, an employee who is engaged in a certain
Grassroots NGO on the basis of implementing a certain project, will last in such an organization as long as the project lasts.
Transactional contract is concerned more with the economic benefits of an engagement such as remuneration and personal
benefits, rather than commitment to the organization. In this case, agreements between parties are more formal for example, pay in
exchange of the number of hours worked. On the other hand, relational contracts are mostly subjective in nature. The parties
involved are more concerned with the exchange of personal, emotional and value based resources in addition to economic
resources. Relational contracts bring about an environment that supports commitment and job satisfaction of the employees
(Chacha, 2013). The type and nature of contract is formed during the initial recruitment process. Rousseau (1990), observes that
during the recruitment process, the candidates who perceives the opportunity to join an organization as a stepping stone to moving
to another organization in the near future results in engaging themselves on a transactional contract arrangement while the
candidates who regard joining the organization as a highly desirable opportunity results in getting engaged on a relational contract
arrangement.

Employees on temporary contractual engagement arrangement are more positive, have higher satisfaction and wellbeing than
employees engaged on a permanent basis. This explains why employees in the private sector especially the NGO’s are perceived
to be more hard-working than their counterparts in the public sector. This challenges the conventional thinking that temporary
employment contract engagement has a negative effect on employee’s productivity. Employees on temporary contractual
arrangement freely choose their level of effort in order to maximize expected utility. This is common amongst the NGO
employees especially at the grassroots level (Guest, 2010). Staff on temporary contractual arrangement provide higher effort
especially when they perceive a sufficiently large probability of getting their engagement converted to permanent and
pensionable employment arrangement. Ones they are confirmed for permanent engagement, there is a likely hood that the degree
of effort earlier exerted will reduce not unless there are other motivating factors. This is attributed to achievement of job security
in the permanent and pensionable employment arrangement (Stucchi, 2008). Job security remains a significant factor in promoting
improved labor management but it definitely has its challenges. Hassan (2009) argues that long term employment contracts are
likely to turn to a burden during declining economic times. He points out that there is need to carefully balance between long
term employee engagements and short-term contracts to ensure that an organization has a favorable mix to maintain flexibility
regardless of economic fluctuations.

In Kenya’s general job market, the proportion of term contractual employees is on the rise a trend that is expected to continue
since most employers especially amongst the NGO sector particularly the grassroots NGOs tend to lean towards utilization of
temporary, part-time and outsourced labour forces in order to limit their recurrent operational costs while achieving greater
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flexibility and control of their lean employees hence limiting legal staffing issues and risks while delivering on project output and
outcomes without tampering with the quality of such deliverables (Institute of Economic affairs (IEA)-Kenya, 2010). Employment
engagement of casual workers does not legally necessitate them to enjoy some rights such as paid leave arrangements as well as
the right to social protection as provided under the National Social Security Fund (NSSF) and the National Hospital Insurance
Fund (NHIF). This may leads to lack of commitment to the organization and subsequently to the assigned work. According to
International Labour Organization (2013), organizations draw some benefits in hiring its labour force on a temporary contractual
arrangement and this includes flexible determination of staffing levels, ability to cope with both an increase and decrease in
volume of business, reductions in customer time wastage in queues due to slow service hence customer satisfaction. This
argument is based on the fact that casual employees are generally paid for work done taking into account its quality hence higher
productivity is associated with their engagement. NGOs especially at grassroots level mostly take advantage of temporary
contractual arrangement by using it as a trial basis for staff to check on their ability to perform to desired levels before confirming
them as regular employees. That is why there are youths and women who start working in the grassroots NGOs on voluntary basis
after which they are offered employment if they fit any of the open positions.

6. Research Design

This study adopted descriptive survey research design since this makes it possible to collect and analyze data using both
qualitative and quantitative techniques; it is also reasonably economical when it comes to time and resources to be utilized. In
addition, it aids in studying relationship between different variables at a point in time. The researcher collected both qualitative
and quantitative firsthand information from employees of project based grassroots NGO’s in Bondo Sub County.

The target population comprised of employees working in project based grassroots NGO’s located in Bondo Sub-County,

Kenya. From the target population of 420 employees, a sample size of 201 was selected. Purposive sampling was used to select
respondents from the sample size.

7. Research Findings and Discussions
7.1 Descriptive Analysis on the Influence of Type of Employment Contract on Performance

Table 1 shows the perception of the respondents towards the type and nature of employment engagement contract issued by
the target organizations and their satisfaction levels of the same.

Table 1: Satisfaction with Employee’s Current Employment Engagement Contract

Satisfaction Rating Frequency Percentage (%)
Strongly Agree 78 52

Agree 45 30

Disagree 27 18

Strongly Disagree 0 0

Total 150 100

As indicated in Table 1, 52% of the respondents strongly agree with the fact that they are satisfied with the nature and type of
their contract engagement, 30% agreed with the fact that they are satisfied with the nature and type of their contract engagement,
while 18% of the respondents disagreed with the idea of satisfaction with their current type and nature of their employment
engagement contracts. None of the respondents strongly disagreed with the nature and type of their engagement contract
indicating that they are hopeful that something can still be done to make the nature and type of their engagement contract better
than it currently is.

About 70% of the respondents were in agreement that there were clear HR policies that govern employee’s engagement in the
target organizations while 30% of the respondents were opposed to the opinion. Out of the 105 of the respondents who were in
agreement that there were clear HR policies that govern employees in the target organizations 70 of them indicated that the
policies were being implemented to their satisfaction while 35 of them were opposed to the idea indicating that the policies were
not implemented to their satisfaction.

Recommendations for improvement of the implementation of the policies included: Management and HR should make the
policies readily accessible and available to all staff, there should be sensitization to staff on the contents of the HR policies beyond
orientation, there should be staff involvement when revising HR policies that govern their engagement and also the HR policies
should clearly outline motivation plan for staff.
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Table 2: Frequency of Renewal of Employment Contracts

Number of times staff contracts have been Frequency Percentage (%)
renewed

Once 60 40

Twice 30 20

Thrice 11 7.3

Four or more 4 2.7

Contracts not renewed as yet 45 30

Total 150 100

Table 2 indicates that about 30% of the respondent’s contracts had not been renewed since they are still engaged on initial to
mid stages of on-going community projects, while 40% had their contracts renewed at least once while 20% of the respondents
had their contracts renewed twice. About 7.3% had renewed their contracts thrice and only 2.7% have had their contracts renewed
for the fourth time or more than the fourth time. This is typical of grassroots NGO’s that are mostly focused on project based
community initiatives where staff are attached to specific projects and therefore in case such projects are concluded and there are
no other fitting project then the organization has to exit an employee since employment contracts are pegged on the project life.

8. Conclusions and Recommendations
8.1 Conclusions

The study confirmed that employees in project based grassroots NGO’s in Bondo sub-county were satisfied with their current
short term contract engagement arrangement. This is evidenced by the fact that majority of the respondents reported that the target
organizations had clear guidelines that governed their contract engagement in addition, it was suitable and sensitive to their needs.
As pointed out by Isaksson (2005), technological and structural changes have shifted employment terms from the traditional
“permanent/pensionable” contracts to existence of short term contracts, which are more appealing for the modern worker as
opposed to the recent past. Likewise, the study findings strongly suggest that short-term employment contracts are also well
received among employees as long as policy guidelines surrounding the extension and renewal are well spelt out. Sharkie (2009)
further notes that employment relationship between the employer and the employee has been enhanced by the new psychological
and social relationship which has a strong focus on cultivating an employee’s trust which translates to improved motivation. This
resonates with the finding of the study where employees are keen to understand clearly the provisions of their contracts and
thereafter focus on delivering on their respective mandates.

8.3 Recommendations

To enhance employee performance amongst the project based grassroots non-governmental organizations, the study
recommended development and implementation of clear employee training and development programs based on training needs
analysis drawn directly from the employees. This shall ensure that the training plan developed and implemented is employee
driven and is relevant to their needs hence helpful in enabling them map out their career development plans which in turn has a
positive effect on their performance.
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