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Abstract 

The purpose of this study is to investigate the level of target commitment in the 

DGT and the role of target setting theory in effecting this. This research uses 

Kwan et al. (2013) goal-setting questionnaire. The sample comes from 165 

employees of the Directorate General of Taxes (DGT), Indonesia. The result 

demonstrates that the level of target commitment within the DGT’s employees is 

high. The effect of target setting factors shows that target clarity and the positive 

target setting processes positively related with target commitment, whereas target 

stress, target conflict, and dysfunctional effects of targets negatively related with 

target commitment. However, high level of target difficulty does not significantly 

relate to target commitment, strong possibility for moderator. In this study, it is 

argued that to have a high level of target commitment within the DGT’s 

employees , It should have a target setting factors to effect this.  

 

Keywords: Target setting, Target Commitment, Public sector, the Directorate 

General of Taxes, Indonesia. 

 

INTRODUCTION 

 

Recently, there has been growing interest in new public management (NPM) 

theory within the public sector throughout the world. The pioneer of using NPM 

in the public sector came from the Organisation for Economic Cooperation and 

Development (OECD) countries (Hood, 1995). One of the main ideas of NPM is 

performance management system based on target (Verbeeten and Spekle’, 2015). 

Performance management system based on target is in common use in the private 

sectors management system. Hence, this means that the NPM is using the 

management system which was adopted from the private sector (Larbi, 1999). 

Indonesia, as one of emerging countries in the world uses performance 

management system based on target in the public sector in order, to increase 

public trust. From many public sector institutions in Indonesia, this study chooses 

the Directorate General of Taxes (DGT) as a research subject because the DGT is 
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the pioneer of performance management system based on the target (Indonesian 

Ministry of Finance, 2014).  Moreover, the DGT has an important role in 

Indonesian Government as a taxes collector. 74.6% of government expenditures is 

financed by taxes (Indonesian Ministry of Finance, 2016). Hence, the 

achievement of tax revenue target by the DGT is very important and commitment 

from the DGT’s employees to attain the target is also important. 

There is a theory to measure performance based on target which is called 

goal-setting theory. This theory was initiated and developed by Locke and 

Latham. Over nearly four decades, goal-setting theory has been studied, using 

various methods, and recent concerns about goal-setting have generated a 

considerable body of research (Locke and Latham, 2002). In the development of 

goal-setting, Lee et al. (1991) categorised goal-setting into ten essential factors. 

These factors can measure the level of goal-setting compared to other factors (e.g. 

performance, goal commitment, and job satisfaction). Moreover, considerable 

enthusiasm has been generated by the discovery that, in order to attain the goal, 

goal commitment is important (Locke and Latham, 2002). Hence, this study wants 

to explore more about the relationship between goal-setting and goal commitment, 

especially within the DGT’s employees. 

Several studies have investigated the relationship between goal-setting 

factors and goal commitment. First, Klein et al. (1999) assessed the relationship 

between goal commitment and the goal-setting process. They found a positive 

relationship between goal-setting process and goal commitment. Secondly, Bipp 

and Kleingeld (2011) investigated the effect of some goal-setting factors on goal 

commitment. Their finding showed that only goal content affects goal 

commitment. Lastly, Kwan et al. (2013) tested the correlation between goal-

setting factors and goal commitment. They discovered that goal clarity and the 

positive goal-setting processes positively correlated with goal commitment, 

whereas goal stress, goal conflict, dysfunctional effects of goals, and goal 

difficulty negatively correlated with goal commitment. Based on these results, the 

researcher intends to investigate further the relationship and the effect of target 

setting on target commitment within employees of the DGT. The use of the word 
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“target” to change the term of “goal” is common, as this word is widely used 

within organisations (Yearta et al., 1995). Hence, the research in this study uses 

the word “target” to substitute the term of “goal”, in order to adapt to the 

terminology used by the object on which the research is conducted. 

The purpose of this research is to assess the level of target commitment in 

the DGT and the role of target setting theory in effecting this. In order to 

investigate it, this study aims to accomplish the following research objectives: 

1. To observe the level of target commitment within the DGT’s employees. 

2. To examine the relationship between target setting factors (including target 

difficulty) and target commitment. 

 

LITERATURE REVIEW AND HYPOTHESIS DEVELOPMENT 

 

The Goal Setting Theory 

Goal-setting theory is “a theory of motivation that explains what cause 

some people to perform better on work-related task than other” (Locke and 

Latham, 2013, p.3). Locke and Latham (2002) conducted the research to 

formulate a goal-setting theory for over nearly four decades and there are many 

more studies concerning goal-setting theory which have been conducted since 

1960 (Mitchell and Daniels, 2003).  Their research was based on the premise that 

conscious goals affect action (Ryan, 1970, cited in Locke and Latham, 2002). In 

the development of goal-setting theory in 1990, Locke and Latham (2002) found 

the two core findings were as follows: 

a. The relationship between the degree of difficulty in goal-setting and 

performance. It was argued that more difficult kinds of goal will lead to higher 

performance, for example, Locke (1967) found that the participants with the 

highest goals had over 250% higher level of performance compared with the 

participants who had the easiest goals, and the relationship was linear. In 

another research, the relationship between task difficulty and performance was 

curvilinear, inverse function (Atkinson,1958, cited in Locke and Latham, 2002, 

p.705). This means that the highest level of effort generates from moderately 
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difficult tasks and the lowest level of effort occurs when the task is very easy 

or very hard. However, this finding cannot compare with Locke’s (1967) 

findings, because the term of task and goal difficulty are not similar and they 

can be measured separately (Locke and Latham, 2002). Furthermore, to 

support Locke’s findings, Locke and Latham (1990), through their research, 

found that goal difficulty effect size (d) in meta-analyses ranged from 0.52 to 

0.82. This means that the linear relationship between the degree of goal 

difficulty and performance was proved. Additional, meta-analysis was 

provided to support this linear relationship (Mento et al., 1987; Tubbs, 1986; 

Wood et al., 1987).  

b. The effect of a specific goal. A specific, difficult goal, it is argued, will 

consistently lead to higher performance than abstract or vague goal, such as to 

do one’s best (Locke, 1996; Locke and Latham, 2002; Locke and Latham, 

2013). An abstract or vague goal will cause ambiguity in order to reach it and it 

will be subjective (Locke and Latham, 2013). Quantitative (increase sales by 

15%) and enumeration (the list of the target that must be attained) is the way 

by which a specific difficult goal can be achieved, because it will reduce 

variety in performance and motivate an individual to manage their performance 

(Locke, 1996). Many researchers support this hypothesis, such as Latham and 

Yukl (1975), Locke et al. (1981), and Steer and Porter (1974). For example, 

Locke et al. (1981) reported that 96% (51 from 53) studies presented the 

advantage of the specific difficult goal. To support this assertion, Locke and 

Latham (1990) measured the effect size in meta-analysis and the range was 

from 0.42 to 0.80. In other words, people will have better performance when 

the goal level is specific, rather than people being told “do-your-best”, they 

will not do it.  

The next finding in goal-setting theory is goal mechanisms. Locke and 

Latham (2002) stated that goal will impact on performance through four 

mechanisms. The first mechanism is a directive function: people tend to focus on 

and make an effort only with their goal-relevant activities and ignore goal-

irrelevant activities. This impact arises behaviourally and cognitively, for 
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instance, Locke and Bryan (1969) found that people who were given feedback on 

their driving score in an automobile-driving task changed their performance only 

on the dimension on which a goal was set, not in other dimensions. The second 

mechanism is an effort; the difficult goal will lead to higher effort than low goals. 

These had been proved in a different task, such as a physical task using an 

exercise machine (Bandura and Cervone, 1983) and physiological effort (Sales, 

1970). Summarily, proportion to the difficulty level of the goal is expanded and 

mobilised by an effort (Latham and Locke, 1975; Locke, 1968). Persistence is the 

third goal mechanism, in order to the time required to achieve a goal. It is argued 

that people with a specific difficult goal will work longer than people who had an 

easy or unclear goal (Locke and Latham, 2013). One research found that people 

who had easy goals stop working earlier than people who had high goals (Bavelas 

and Lee, 1978). Another research in a maze task claimed that participants with 

difficult goals worked longer to complete the maze than participants who had 

moderate, easy, and “do the best” goals (Huber, 1985). The last goal mechanism 

is knowledge or task strategy. In this goal mechanism, Locke and Latham (2002) 

found some summary in the list below: 

 People automatically use their relevant knowledge and skill that they already 

had to attain a goal when faced with task goals. For example, Latham and 

Kinne (1974) found that the loggers who had to cut the logs as their goal was 

did not use an additional conscious plan in their effort and persisted until the 

goal was attained, because they will automatically use their knowledge and 

skill in their daily jobs. 

 If the goal is related with a matter which does not use an automatical skill, 

people tend to use their experience from a same previously related context and 

apply it in the current situation. For instance, the truck drivers who had a goal 

to increase the weight of their trucks loads made some modification in their 

trucks so that they could better estimate the weight before they went to the 

weighing station (Latham and Baldes, 1975). 

 People will become more involved in the planning process to develop a 

strategy to attain the goals when they have a new goal (Smith et al., 1990). 
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 People with high self-efficacy are better than people who have low self-

efficacy in developing an effective task strategy to achieve a goal (Latham et 

al., 1994). As people will find appropriate strategies to attain the goals, there 

will be a time lag between the assignment and the effect of the goal on 

performance (Smith et al., 1990). 

 In the complex task, telling people to do their best sometimes leads to better 

strategies than urging people to have specific difficult performance goals 

(Early et al., 1989). This is because having specific difficult goals in the 

complex task will cause people to have tunnel vision, as discussed in the 

previous section. 

 

Goal Setting Factor 

To measure perception about the goal-setting programmes within the 

organisation, Locke and Latham (1984) developed 53 questionnaires, including 

the core goal attributes (specificity and difficulty), the related attributes, and the 

moderators. In the development, Lee et al. (1991) summarised Locke and Latham 

(1984) goal-setting questionnaires into ten meaningful factors, including 

supervisor support/participation, goal stress, goal efficacy, goal rationale, use of 

goal-setting in performance appraisal, tangible rewards, goal conflict, 

organisational facilitation of goal achievement, dysfunctional effects of goals, and 

goal clarity. This study uses these factors and goal difficulty as an addition from 

Kwan et al.’s (2013) to investigate the effect of target setting on target 

commitment within the DGT’s employees. 

 

The Goal Commitment 

To achieve a goal, commitment is a very important factor, because goals 

cannot work as intended without commitment (Klein et al., 2013). Goal 

commitment is the attractiveness and expectancy of goal achievement (Bipp and 

Kleingeld, 2011). In other words, people’s determination to attain a goal and an 

unwillingness to abandon it (Klein et al., 1999). In the relationship between goal-

setting and performance, commitment is commonly used as a moderator (Locke 
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and Latham, 2002). Moreover, Locke (1996) in his research, found that the most 

critical commitment to goals is when goals are specific and difficult. Furthermore, 

he did not specifically explain the relationship between goal-setting factors and 

goal commitment. 

There was some research which concentrated on examining the 

relationship between goal-setting factors and goal commitment. One research, 

which was conducted by Klein et al. (1999), examined the relationship between 

goal commitment and the goal-setting process. They found that there was a 

positive relationship between goal commitment and performance, goal difficulty 

moderated goal commitment and performance relationship, positive relationship 

between goal commitment and goal process (feedback and participation or voice 

in the determination of goal). From their meta-analysis result, there was evidence 

that goal clarity is positively related to goal commitment and supervisor support 

positively related to goal commitment. 

 

The Goal-setting Within the DGT  

The presence of goal-setting that is discussed in the theory within the DGT 

is explained in the following discussion: 

a. Supervisor support/Participation and goal rationale. This factor relates to the 

activity when the target is arranged. When the target is arranged, it has to meet 

the requirement which is agreeable. This means that the target has to be agreed 

by employee and supervisor before it is determined. Moreover, target setting is 

an agreement between supervisors and subordinates as well as considering the 

proposals from the organisation's performance manager. Hence, it will be 

processed where the supervisor, and the employee who has a target, discuss 

target determination. Therefore, this research tries to analyse this factor in the 

DGT. 

b. Goal stress, goal efficacy, goal conflict, organisation facilitation of goal 

achievement, and dysfunctional effect of goals. Every employee in the DGT 

has his/her own target and he/she has their own perception for their target. 
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Hence, this study tries to find these factors’ levels in the DGT’s employees to 

link with the goal-setting theory. 

c. Use of goal-setting in performance appraisal and tangible rewards. These 

factors show in the assessment of performance result and evaluation phase on 

performance management framework. This process results in employee 

appreciation and employee restructure, for example, promotion for the best 

employee as a reward. 

d. Goal clarity and goal difficulty. These factors fit with Key Performance 

Indicator (KPI) characteristic as a target: specific, measurable, realistic, and 

time-bound. Hence, this study will analyse these factors’ level in the DGT and 

compare it with the present literature. 

e. Goal commitment. This factor can measure the level of the DGT’s employees’ 

commitment to the employee commitment to the target statement. 

The target within the DGT organisation is centralised and there are still 

issues surrounding the collection of tax revenue. Hence, this study will look at the 

target setting theory, in order to be able to identify what elements of this theory 

are present or missing, and so might be able to improve things in the DGT 

organisation. 

 

Hypothesis and Research Questions 

These study areas of investigation are intended to assess the level of target 

commitment in the DGT and the role of target setting theory in affecting target 

commitment. These findings from this research can also be analysed to identify 

where the organisation might be able to improve. To analyse this, this study 

adopts and develops Kwan et al.’s (2013) questionnaire. Hence, this research 

expects some relationship among these factors as the following hypotheses: 

Hypothesis 1 : Supervisor support/participation is positively related to target  

  commitment. 

Hypothesis 2 : Target stress is negatively related to target commitment. 

Hypothesis 3 : Target efficacy is positively related to target commitment. 

Hypothesis 4 : Target rationale is positively related to target commitment. 
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Hypothesis 5 : Use of target setting in performance appraisal is positively related   

   target commitment. 

Hypothesis 6 : Tangible rewards are positively related to target commitment. 

Hypothesis 7 : Target conflict is negatively related to target commitment. 

Hypothesis 8 : Organisational facilitation of target achievement is positively  

  related to target commitment. 

Hypothesis 9 : Dysfunctional effects of targets are negatively related to target  

   commitment. 

Hypothesis 10 : Target clarity is positively related to target commitment. 

Hypothesis 11 : Target difficulty is negatively related to target commitment. 

 

RESEARCH METHOD AND DISCCUSSION 

 

Research Method 

 The research idea of this study is to assess the level of goal commitment in 

the DGT and the role of goal-setting theory in affecting this. The study hypotheses 

will then investigate the specific relationships that the theory posits between the 

elements of goal-setting theory and goal commitment, as discussed in the prior 

hypotheses. The researcher chooses this idea because the researcher works for the 

DGT and would like to make some contribution to the organisation. The target 

itself, crucial issues in the DGT institution and commitment to the target, are also 

necessary to attain the target. The result of this research might become input to 

improve the DGT management system in the future. 

 This study uses positivism philosophy in the research, because it uses 

existing theory in goal-setting and goal commitment to develop the hypotheses. 

Moreover, from existing theory, it uses quantitative data to analyse the 

hypotheses. Then, this study adopts and develops their method in its research and 

uses a different object to test the hypotheses. 

This study uses the primary data collected method because it uses new 

information that has never been used before and the data was collected only for 

the purpose of this investigation. As mentioned before, this study uses quantitative 
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data to analyse the hypotheses and the research question. Hence, to collect the 

primary quantitative data, the researcher uses a questionnaire as a tool.  

There are three reasons why this study uses a survey to collect the data. 

First, the questionnaire is the most widely used for data gathering method in 

survey strategy, because the researcher can ask the same set of questions at the 

same time to many respondents (Saunders et al., 2016). Hence, it will become an 

efficient way to collect a large amount of data in the quantitative method. 

Secondly, this questionnaire adopts Kwan et al.’s (2013) survey to measure goal-

setting and Klein et al.’s (2001) to measure goal commitment. Therefore, the 

researcher finds it easy to make a very structured questionnaire to measure each 

variable in the hypotheses. Third, the anonymous participant in the survey could 

lead to the honest answer and reduce the risk (Anderson, 2013). Hence, the 

researcher can have a better analysis in the relationship between the different 

variables. These all of advantages can overcome problems such as geographical 

distance with the respondents and difficulty in finding the right time to interview 

respondents. Thus, the researcher chooses the survey as the method of collecting 

the data. 

The participants of this research are the employees of the DGT. The 

researcher chooses this respondent because the researcher works for this 

institution. Hence, the researcher will obtain easy access to the participants. The 

number of sample size is 165 of the DGT employees. It is a small sample size 

because the variables that are used in this research are not too many. The method 

for sampling is non-probability sampling method. Non-probability sampling 

method is a sampling procedure that does not give all the individuals in the 

population an equal chance of being included in the sample (Saunders et al., 

2016). Moreover, the respondents come from different kinds of tax offices, job 

positions, levels of education, gender, experience, and monthly income. This 

research chooses these diverse because this demographic varaibles will represent 

the various employees in the DGT. Hence, the result will generate better analysis 

than research with a small variety of respondents.  
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This research uses IBM SPSS statistic software to analyse the data from 

the questionnaire. The researcher uses this software because it is the most widely 

used by researchers who analyse quantitative data in their study. Moreover, SPSS 

can be used to generate large data rapidly, so that the researcher can rely on this 

software to analyse the data. 

There are several steps to analyse the data. Firstly, the researcher 

generates the demographic findings. In this step, the researcher shows the 

percentage of every demographic variable. Hence, the data gives the information 

about the demographic composition and the possibility of it being used as the 

control variable. Secondly, the researcher measures the tendency of each variable. 

The researcher uses average mean to do this, as this method is the most reliable 

measure of central tendency (Verma, 2013). Next, the researcher tests the 

reliability of the questionnaire in every variable. The reason is because the 

questionnaire not only must be valid, but must also be reliable (Saunders et al., 

2016). Many researchers commonly used Cronbach alpha to calculate internal 

consistency of the question (Saunders et al., 2016), as used in this study.  

The next step in the findings is the correlation test. The researcher uses 

Pearson product-moment correlation coefficient for examining the correlation 

between independent variables and dependent variable. The researcher also tests 

the correlation between the demographic variables and target setting. The 

researcher uses ANOVA correlation for employee’s position, type of tax office, 

and for gender use t-test to target commitment because they are categorical, not 

scale. Meanwhile, the researcher uses Spearman’s correlation for the level of age, 

the level of education, the level of experience, and the level of income to target 

commitment because Spearman ranks order correlation as designed for use with 

ordinal level or ranked data (Pallant, 2005). Moreover, from these results, the 

researcher has information about which demographic variables can be used as 

control variables for examining the hypotheses. The correlation between two 

factors is significant if the significant value is less than 0.05 (p<0.05) (Pallant, 

2005; Verma, 2013).  
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After the correlation results are produced, the researcher uses linear 

regression to test the hypothesis questions and answer the research question in the 

SPSS programme. The researcher tests the hypothesis between every target setting 

factor and target commitment using the control variables which are generated 

from demographic correlation which shows significant correlation. For employee 

position as a control variable, the researcher turned these into dummy variables, 

with the manager as the reference category. Thus, in the discussion, the researcher 

could have a summary of hypotheses and research question. 

The demographic findings show that the composition of participants is 

diverse and represents every kind of demographic criteria. The result also 

describes the real demographic of the DGT’s employees. Hence, the researcher 

can use these demographic findings for control variable to test the hypotheses . 

The descriptive analysis findings display that, if compared with the other 

factors, supervisor support/participation, self-efficacy, target difficulty, target 

clarity, target commitment, and use of target setting in performance appraisal have 

a high-level value of the average mean (positive). However, target stress, 

dysfunctional effects of targets, and target conflict have a low-level value of 

average mean (negative). Moreover, organisation facilitation of target 

achievement, target efficacy, tangible rewards, and target rationale have a medium 

level value of average mean (moderate). This study considers an average mean 

above 3.5 as a high average mean (Kim et.al, 2010). The results shown in the 

following table. 
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Table 1 

Descriptive analysis 

 

 

From the correlation analysis, the researcher finds that most of the target 

setting factors have a significant correlation with target commitment, except target 

difficulty.  

The result also shows that the variables which have a positive effect on 

target also show a positive correlation with target commitment. However, the 

variables that cause the negative effect of the target also have a negative 

correlation with target commitment. The complete results show in Table 2. 
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Table 2 

Correlations 

 Furthermore the correlation between demographic variables with target 

commitment has significant correlation only in employee position, the level of 

education, experience, and the level of income. Hence, these demographic 

variables are used as control variables to test the hypothesis. The figure shown in 

Table 3. 
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Table 3 

Correlation Between Demographic Variables With Target Commitment                    

 

The researcher uses linear regression to examine the hypotheses. In 

examining the hypotheses, the researcher uses control variables based on the 

correlation result between demographic variables and  target commitment. The 

regression result for testing the first hypothesis is shown in Table 4. 

Table 4: 

 Relationship Between Supervisor Support/Participation and Target Commitment 
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Based on Table 4, there is a significant positive relationship between 

supervisor support/participation and target commitment with interaction from 

control variables (β=0.284). From this result also, it can be seen that target 

commitment is decreased in functional, Account Representative, and other 

subordinates if compared with target commitment within manager position. 

Moreover, the adjusted R2 for this relationship is 0.19. This means that supervisor 

support/participation helps to explain nearly 19% of the variance in respondents’ 

scores on the target commitment scale. The findings also explain that in this case, 

only employee position has significant interaction and the others do not have 

significant relationship. Hence, based on the findings, the results support 

hypothesis 1. 

The analysis for the second hypothesis is displayed in Table 5. From 

Table 5, it can be seen that target stress is negatively significant related with target 

commitment (β=-0.397). As with the result from Hypothesis 1, the target 

commitment level for other employee position is lower than manager position. 

This model shows significant relationship for most all control variables besides 

the level of education. Furthermore, the adjusted R2 for this relationship is 0.245. 

This means target stress helps to explain 24.5% of the variance in respondents’ 

scores on the target commitment scale. Thus, Hypothesis 2 is supported by these 

findings. 

Table 5:  

Relationship Between Target Stress and Target Commitment 
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Hypothesis 3: target efficacy is positively related to target commitment. 

The result in Table 6 shows that there is a significant positive relationship 

between target efficacy and target commitment (β=0.241). Similar to both of the 

previous hypotheses, the control variables only have a significant relationship in 

employee position and the level of target commitment also shows the same pattern 

for employee position with the other hypotheses. Moreover, there is 16.2% 

(adjusted R2=0.162) variance of these two variables shared in this model. Hence, 

the findings support Hypothesis 3. 

Table 6:  

Relationship Between Target Efficacy and Target Commitment 

 

 

Hypothesis 4: target rationale is positively related to target commitment. 

Table 7 describes the result for this hypothesis. The findings show that there is a 

significant positive  

relationship between target rationale and target commitment (β=0.323). 

Differing from the other previous hypotheses, this model displays significant 

relationship for most of the control variables except the education level. However, 

the employee position and the level of income decrease the level of target 

commitment. Moreover, the adjusted R2 for this model is 0.214 (21.4%). Hence, 

the findings support Hypothesis 4. 
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Table 7:  

Relationship Between Target Rationale and Target Commitment 

  

 

Hypothesis 5: use of target setting in performance appraisal is positively 

related to target commitment. Based on Table 8, there is a significant positive 

relationship between use of target setting in performance appraisal and target 

commitment (β=0.383). The adjusted R2 for this model is 0.255 (25.5%). The 

level of target commitment level in employee position shows a similar pattern to 

Hypotheses 1, 2, and 3. Thus, the findings support Hypothesis 5. 

 

Table 8: 

 Relationship Between Use of target setting in performance appraisal and Target 

Commitment 

 

 

Hypothesis 6: tangible rewards are positively related to target 

commitment. The relationship between these variables based on Table 9 is 

significantly positive (β=0.252), with adjusted R2=0.172 (17.2%).  The level of 

target  commitment for control variable is only significant in employee position, 
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whereby managers seem to be more committed than other employees, and has a 

similar pattern to the other hypotheses. In concluding, these findings support 

Hypothesis 6. 

Table 9:  

Relationship Between Tangible Rewards and Target Commitment 

 

Hypothesis 7: target conflict is negatively related to target commitment. 

Table 10 shows the relationship between these variables is significantly negative 

(β=-0.338). This model also shows significant relationship for two control 

variables (employee position and experience). The level of target commitment 

also decreases for other employee positions compared to manager position similar 

to the other hypotheses’ results. Moreover, adjusted R2 for this model is 0.214 

(21.4%). Hence, these findings are in line with the hypothesis. 

 

Table 10: 

 Relationship Between Target Conflict and Target Commitment 

 

Hypothesis 8: organisational facilitation of target achievement is 

positively related to target commitment. The result from Table 11 has proved that  

Hypothesis 8 is true. There is a significant positive relationship between 

organisational facilitation of target achievement and target commitment 

(β=0.445). There are two control variables which show a significant relationship 
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with target commitment (employee position and level of income). Furthermore, 

the important significant factor is that the relationship helps to explain around 

30.2% (adjusted R2=0.302) of the variance in respondents’ scores. Thus, the 

results show a similar statement to Hypothesis 8. 

 

Table 11: 

 Relationship Between Organisational facilitation of target achievement and 

Target Commitment 

 

 

Hypothesis 9: dysfunctional effects of targets are negatively related to 

target commitment. The result from the survey as shown in Table 12, gives the 

same result as the hypothesis. There is a significant negative relation between 

dysfunctional effects of targets and target commitment (β=-0.567). The strength of 

correlation between these two variables is the highest among other variables, a 

high level of  coefficient of determination, which is 41.3% (adjusted R2=0.413). 

This means that increasing the level of dysfunctional effects of targets will 

significantly decrease the level of target commitment. However, the effect of 

control variables in this relationship is only significant for employee position and, 

just like other hypotheses, the level of target commitment for manager position is 

the highest among other employee positions. Hence, from these findings, it 

supports Hypotheses 9.  
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Table 12: 

 Relationship Between Dysfunctional effects of target and Target 

Commitment 

 

 

Hypothesis 10: target clarity is positively related to target commitment. 

Based on the result in Table 13, there is a significant positive relationship between 

target clarity and target commitment. The effect of target clarity to target 

commitment is the second highest (β=0.524, adjusted R2=0.377/37.7%) after 

dysfunctional effects of targets. Moreover, there is only one control variable (level 

of education) which has not significant interaction in this relationship. Thus, the 

findings are equal with Hypothesis 10. 

Table 13:  

Relationship Between Target Clarity and Target Commitment 

 

 

Hypothesis 11: target difficulty is negatively related to target 

commitment. Table 14 shows that there is no significant relationship between 

target difficulty and target commitment (sig/p=0.134). However, the interaction 

between employee position in this relationship still shows a significant effect. It is 

probably caused by the high level of target difficulty (average mean=3.73). 
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Hence, the relationship between these categories in this study has not the same 

result as the hypothesis. 

Table 14:  

Relationship Between Target Difficulty and Target Commitment 

 

To interpret the result from this research, this section compares the 

findings from this research with the hypotheses. The comparison between the 

findings and the hypotheses is discussed in the following paragraph. 

Hypothesis 1 expects the positive relation between supervisor 

support/participation with target commitment. This study finds the same result 

with the hypothesis, as discussed in Chapter 4. The findings from the value of 

average mean also show that supervisor support/participation level is quite high 

within the DGTemployees. This result supports Locke’s (1996) research, which 

stated that subordinates’ participation in setting a goal, enabled by the supervisor, 

can lead to higher goal commitment. Although supervisor support/participation is 

high but based on the open question, the supervisor has little scope to determine 

the target. This generates the level of target difficulty to become quite high. In 

order to increase target commitment within the DGT’s employees, the 

government should listen to the input from employees throughout the DGT 
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organisation when determining the target. Hence, supervisor support/participation 

can be optimal, because is positively related to target commitment. 

This study finds that target stress significantly has a negative relationship 

with target commitment. Hence, the findings confirm Hypothesis 2. The 

researcher also discovers that the level of target stress within the DGT’s 

employees is low (low average mean). Lindberg and Wincent (2011) stated that 

people with high commitment will have low stress in their job, because they have 

the experience to face the stress. This also supports the findings that experience is 

significantly related to target stress and target commitment. Moreover, these 

findings show that income and employee position are also significantly related 

with target commitment in the relationship with target stress. The employees with 

high-level salary are usually employees who have long service at the DGT. 

Hence, the experience is related to the income and also related with target 

commitment. Furthermore, the same result also showed in Bipp and Kleingeld’s 

(2011) research, which found a negative relationship between these variables. 

Thus, the DGT should have a low-level target stress because it is negatively 

related to target commitment within the DGT’s employees.  

The third hypothesis states that target efficacy is positively related to 

target commitment. The same result also shows from the findings. The results are 

broadly consistent with those of Locke (1996), who stated that goal efficacy leads 

to higher goal commitment. The researcher also finds that target efficacy within 

the DGT’s employees is moderate. This factor can be increased to have better 

target commitment, as many of the DGT’s employees stated in the target efficacy 

questionnaire item that they have less job training to achieve the target. Hence, to 

increase target commitment within the DGT’s employees, the DGT should give 

more training to the employees on how to achieve the target, as it is positively 

related to target commitment. 

This research finds that there is a positive relationship between target 

rationale and target commitment. This result agrees with the statement in 

Hypothesis 4. This factor relates to feedback from the supervisor with reference to 

goal attainment. The finding in this study supports that of Klein et al. (1999), 
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which reported a significant positive correlation between feedback (having a 

knowledge of results) and goal commitment. Furthermore, employee position, 

experience, and income as control variables have significant interaction in this 

model. Moreover, the DGT should have more rationale target because, based on 

the additional questions in the survey, the DGT do not have rationale target. Thus, 

to increase the level of target commitment within the DGT’s employees, the DGT 

should have better target rationale because they positively related each other. 

Hypothesis 5 states that use of target setting in performance appraisal is 

positively related to target commitment. The finding shows the same result as the 

hypothesis. The researcher also finds that this factor has a high level of average 

mean. This factor combination between participation and feedback has a positive 

relationship with target commitment (Klein et al., 1999). Moreover, only 

employee position and the level of income as control variables have a significant 

relationship in this model.  

The sixth hypothesis is tangible rewards are positively related to target 

commitment. This study shows that these variables also positively related to each 

other. The result has support from Presslee et al. (2012), who found that tangible 

rewards could ignite higher goal commitment. In this relationship, the study finds 

that the level of tangible rewards is not too high. Hence, there is a possibility to 

increase it and it will also increase target commitment. Moreover, only one 

control variable (employee position) has significant interaction in this case. In 

conclusion, the DGT should give more tangible rewards in order to increase target 

commitment, because there is a positive relationship between tangible rewards 

and target commitment within the DGT’s employees. 

Hypothesis 7 indicates that target conflict is negatively related to target 

commitment. This hypothesis has support from Locke and Latham (1990), who 

said that goal conflict negatively influences goal commitment. The result of this 

study shows a similar result to the hypothesis. Furthermore, there are two control 

variables (employee position and experience) which have a significant 

relationship in this model. This study also finds that the DGT’s employees have a 

low-level target conflict. This means that the DGT is already good in this factor 
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and should maintain this condition, because there is a negative relationship 

between target conflict and target commitment. 

This study has shown that there is a positive relationship between 

organisation facilitation of target achievement and target commitment. This result 

is consistent with Hypothesis 8. The same result shows in the study of Bipp and 

Kleingeld (2011), who showed a positive relationship between organisation 

facilitation of target achievement and goal commitment. This study also finds that 

the level of this target setting factor is not too high. The DGT can increase the 

level of target commitment, which gives more facilitation to achieve the target, 

because the greater the organisation facilitation of target achievement level, the 

higher the target commitment within the DGT’s employees. 

Hypothesis 9 states that dysfunctional effects of targets are negatively 

related to target commitment. This variable shows the biggest relationship among 

other variables in target setting. As mentioned in Chapter 2, dysfunctional effects 

of goals related to possible negative consequences of having goals (Kwan et al., 

2013) and this causes a negative effect to goal attainment. People who have high 

target commitment have the determination to attain a goal and an unwillingness to 

abandon it (Klein et al., 1999; Locke and Latham, 1990). Based on these findings, 

the DGT’s employees have a high level of target commitment. As a result, DGT’s 

employees have a low level of dysfunctional effects of targets. This supports the 

discussion in the literature review concerning unintended consequences. The 

result also finds that the DGT’s employees have low-level dysfunctional effects of 

targets (low average mean). It means that the DGT is already good in this factor 

and should maintain this condition to keep target commitment at a high level. 

Hypothesis 10 states that there is a positive relationship between target 

clarity and target commitment. Based on the finding, this research supports the 

hypothesis. This finding also supports previous research, for instance, Locke 

(1996) said the specific and hard goal caused a higher commitment to the goal. 

Moreover, Bipp and Kleingeld (2011) found that the relationship between goal 

clarity and goal commitment is positive and quite significant (β=0.34). This study 
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also finds that the DGT’s employees have high-level target clarity and it explains 

why they have a high level of target commitment.  

The researcher finds that there is not a significant relationship between 

target difficulty and target commitment. This result is different from Hypothesis 

11. Although the result from this study is different from the hypothesis, this 

finding has a support. Klein et al. (1999) also reported a nonsignificant corrected 

average relationship between goal difficulty and goal commitment. Moreover, 

they stated that there is a strong possibility for moderator, because it was indicated 

by low correlation and the wide variance across their study. This might also be 

due to of a possible curvilinear relationship between these two variables, as 

mentioned in literature review. Furthermore, this study also finds that the level of 

target difficulty in the DGT’s employees is high. It relates to the theory that said 

goals of moderate difficulty were associated with higher commitment. From the 

open question, the researcher also has the support that the target within the DGT 

is unfair/unrealistic, which leads to high-level difficulty. Hence, in the case of the 

DGT’s employees, there is a nonsignificant relationship between target difficulty 

and target commitment because the target is high. Therefore, it is better for the 

DGT to have a moderate target that can be achieved to increase the level of 

commitment to the target. 

From all of the summary above, the researcher can answer the research 

question. Hence, the answer for the research question is the levels of target 

commitment within the DGT’s employees are high. Moreover, there is target 

setting in the DGT where positive factors to target attainment have a positive 

effect on target commitment and the otherwise negative factors to target 

achievement have negative impact to target commitment.  

 

CONCLUSION 

 

The level of target commitment within the DGT is high. It is caused by the 

high level of factors which caused a positive effect on target attainment 

(supervisor support / participation, use of target setting in performance appraisal, 
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and target clarity). On the other hand, low level of negative effects of target 

achievement (target stress, target conflict, and dysfunctional effects of targets) 

within the DGT’s employees also causes a high level of target commitment 

among these personnel. It can be seen from the relationship between target setting 

factors and target commitment that there is a positive relationship only in the 

factors which have a positive impact to target attainment. Thus, supervisor 

support/participation, target efficacy, target rationale, use of target setting in 

performance appraisal, tangible rewards, organisation facilitation of target 

achievement, and target clarity as positive effects of target attainment, have a 

positive relation to target commitment. However, target setting factors, which 

have a negative impact on the target, also have a negative relationship with target 

commitment. Hence, target stress, target conflict, and dysfunctional effect of 

targets as negative factors to target achievement have a negative relationship with 

target commitment. Even though these factors are low, this study suggests that the 

DGT reducing these factors even further may lead increasing target commitment. 

Surprisingly, target difficulty does not have a significant relationship with target 

commitment. It is a strong possibility for moderator, because based on previous 

research, the relationship between target difficulty and target commitment was not 

significant, but when target difficulty becomes a moderator in the relationship 

between target commitment and performance, target difficulty becomes 

significant. The researcher also finds that target difficulty with the DGT’s 

employees is high. This is also the cause of the relationship not being significant. 

Furthermore, the demographic variables as control variables show significant 

correlation with target commitment only in employee position, the level of 

education, experience, and the level of monthly income. From those four control 

variables, only employee position shows significant interaction in all relationships 

between target setting factors and target commitment, and manager position has 

the highest level of target commitment. This means that manager position within 

the DGT’s employees is the most committed to the target among the other 

employee positions. On the other hand, the level of education does not show any 

significant interaction. Hence, this study contributes some findings to support 
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previous research in terms of the relationship between target setting factors and 

target commitment. 

There are several limitations suggested in the current study. First, this 

study uses a small sample size of the DGT’s employees (N=165), which does not 

equal if compared with the total of the DGT’s employees, which are 37,734 

employees (Indonesian Ministry of Finance, 2016c). Thus, the sample might not 

represent the condition of the DGT, as a whole organisation. However, this study 

tries to minimalise this problem by using participants from different kinds of tax 

offices, in order to obtain more diversity in the representation of employees of the 

DGT. Second, subjective measurement methods cause a series of a potential 

problems, for instance, differing interpretation of reliability of the survey (α 

coefficient). Every researcher has a different scale to measure the reliability of the 

survey. Hence, this study tries to minimise the risk by gathering support from 

other research which shares a similar opinion with the researcher, in order to make 

the analysis become valid. Finally, the probability of other authors conducting 

almost similar research to this study is not discussed in this research. Hence, the 

opinions and the results of other authors may have different findings from this 

study. 

The results of this study also have implications for further research 

development in target setting theory. As target difficulty has not significant 

correlation with target commitment, This indicates the role of target difficulty as a 

moderator on target commitment. The role of target difficulty as a moderator on 

target commitment needs further research. Klein et al. (1999) indicated that target 

difficulty has a strong possibility as moderator on target commitment. Although 

the results of this study show a significant relationship between several target 

setting factors and target commitment, future research needs to investigate the 

relationship with different indicators from various sources. Another suggestion for 

further research is the subject of the research. As mentioned in the limitations of 

the study, this research uses a small sample size of employees of the DGT, so the 

results perhap do not represent the condition of the DGT organisation as a whole. 

Hence, further research needs to use a large sample of employees of the DGT, or 
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to examine specific employees position in the DGT (e.g. Account Representative 

and Tax Auditor). Moreover, further research can also assess other public service 

organisations in Indonesia, for example, the Ministry of Finance, the Police 

Departement, and the state’s company. Thus, this further research will provide 

various results concerning target setting theory within the public sector in 

Indonesia and can be related with the existence of the NPM. For instance, the 

correlation between target setting theory with the NPM in the public sector and 

the effect on public sector performance. 
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