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ABSTRACT

This study examines the relationship between Extrinsic motivational factors such as Perceived
Supervisor Support (PSS) and job satisfaction, organizational commitment and the intent to leave.
Using a sample of 46 managers and clerical support staff at a Supermarket retailer, the findings
indicate that as employees’ perception of Supervisor Support increases, their organizational
commitment (affective and continuance) and job satisfaction significantly increase. Also, as
employee organizational commitment (affective and continuance) and job satisfaction increase,
their intent to leave significantly decreases.
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INTRODUCTION

they also must have winning employees. The most valuable asset that any company has is its people.

You’re only as good as your people and the war for talent is intense (Fitz-enz, 1997). Business executives
are becoming increasingly concerned with the costly challenges of locating, attracting and, most importantly,
retaining quality employees. American business executives are more concerned about a shortage of skilled labor
than about global competition (Wagner, 1994).

j n today’s competitive and global environment, businesses must not only have a winning business model,

Managers must be cognizant of the effect that working conditions have on employee job satisfaction and
commitment levels since there is significant economic impact with an organization losing any one of its critical
employees. Combined with direct and indirect costs, the total cost of employee turnover is a minimum of one year’s
pay and benefits, or a maximum of two years’ pay and benefits (Fitz-enz, 1997). 58% of organizations claim that
they are experiencing difficulty retaining their employees (Hale, 1998). The challenge, then, is to develop a
corporate culture that is extrinsically rewarding resulting in a workforce of highly satisfied, affectively committed
workers.

Companies strive to develop a workforce of committed employees based on the belief that organizations
with committed employees achieve superior long-term performance (Luchak & Gellatly, 2007). Committed
employees are characterized as loyal, productive members of work organizations (Porter, Steers, Mowday &
Boulian, 1974) who identify with organizational goals and values (Buchanan, 1974). Employees attach to their
organizations emotionally as they come to believe in its value and vision (Mulki, Jaramillo & Locander, 2006). The
notion of commitment has been broken down into three levels: affective, continuance, and normative. ldeally for
organizations, employees will have an affective level of commitment. Affective commitment refers to the
employee’s emotional attachment to, identification with, and involvement in the organization. Employees with a
strong affective commitment continue employment with the organization because they want to do so. Continuance
commitment refers to awareness of the costs associated with leaving the organization. Employees that exhibit
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continuance commitment remain with an organization because they need to do so. Finally, normative commitment
refers to employees that feel they ought to remain with the organization (Meyer & Allen, 1991).

A wide array of desirable behavioral outcomes has been linked to work-related commitment including:
employee retention, job performance, attendance, work quality, and personal sacrifice on behalf of the organization
(London, 1983). Steers (1983b) reported a substantial negative relationship between organizational commitment
and voluntary turnover. Meyer and Allen (1991) also noted a negative relationship between organizational
commitment and intent to turnover.

A recent meta-analysis indicates that affective commitment to the organization is positively related to job
performance (Mathieu & Zajac, 1990). Employees’ emotional bond to their organizations (affective commitment)
has been considered an important determinant of dedication and loyalty. Affectively committed employees are seen
as having a sense of belonging and identification that increases their involvement in the organization’s activities,
their willingness to pursue the organization’s goals, and their desire to remain with the organization (Meyer & Allen,
1991). There have also been associations between affective commitment and absenteeism, performance, and
turnover ( Meyer & Allen, 1997). Regarding antecedents of affective commitment, Meyer and Allen (1997) found
that work experiences such as organizational rewards, procedural justice, and supervisor support have demonstrated
stronger associations with affective commitment than have structural features of the organization or personal
characteristics of employees.

Perceived organizational support (POS) is characterized by employees’ general beliefs concerning how
much the organization cares about their well-being (Rhoades, Eisenberger & Armeli, 2001). POS is encouraged by
employees’ tendency to ascribe humanlike characteristics to the organization. Because employees personify the
organization, they view favorable or unfavorable treatment as indicative of the organization’s benevolent or
malevolent orientation toward them (Eisenberger et al., 1986). Favorable work experiences were associated with
POS to the extent that employees believed they were under the organization’s voluntary control. Eisenberger et al.
(1986) found that the relationship between perceived organizational support and affective commitment was partly
mediated by employees’ felt obligation to care about the organization’s welfare and help the organization reach its
goals.

Reliable relationships have been reported between supervisor support and perceived organizational support
and between POS and AC (Hutchinson, 1997). Affective commitment was also found to be associated with
additional measures of supportive and caring treatment by employees’ supervisors (Bycio, Hackett, & Allen, 1995).

Closely related to commitment is job satisfaction. Work satisfaction is defined as one’s sense of satisfaction
not only with the work itself but also with the larger organizational context within which work exists (Bussing et al.,
1999). Job satisfaction is more narrowly defined as “a pleasurable or positive emotional state resulting from the
appraisal of one’s job or job experiences” (Locke, 1976). Although closely related, work and job satisfaction may
not be the same thing.

There has been extensive research to understand the relationship between job satisfaction and
organizational commitment. Porter et al. (1974) identified work satisfaction as the antecedent of commitment, a
theory supported by (Williams & Hazer, 1986). Affective and continuance commitment were found to correlate
positively with job satisfaction (Meyer et al., 1993).

Participatory management practices balance the involvement of managers and their subordinates in
information-processing, decision-making, or problem-solving endeavors (Wagner, 1994). Several studies have
demonstrated that participative decision making can be beneficial to workers’ job satisfaction (Spector 1986, Miller
& Monge 1986). Organizational leaders’ commitment to changing organizational culture from the traditional
patterns of hierarchical structure to participative management and empowerment should be emphasized (Kim, 2002).

Job satisfaction plays an important role in measuring the intent to turnover and is consistently found to be
negatively related to intent to leave. Job dissatisfaction stimulates thoughts of leaving, which leads the individual to
evaluate the expected utility of search, intention to search, the search itself, evaluation of alternatives, intention to
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quit, and finally the withdrawal decision and behavior (Arnold & Feldman, 1982). Job satisfaction is an attitudinal
cause of commitment and is, therefore, important to the study of organizational commitment and turnover. DeCotis
et al. (1987) also show that job satisfaction is an antecedent of organizational commitment.

Herzberg’s (1966) two-factor theory has discussed satisfiers and dissatisfiers. Based on his research,
Herzberg discovered that employees tended to describe satisfying experiences in terms of factors that were intrinsic
to the content of the job itself. These factors were called “motivators” and included such variables as achievement,
recognition, the work itself, responsibility, advancement, and growth. In essence, there are more to a manager’s role
in motivating employees other than compensation, good working conditions, and similar factors. Herzberg argued
that for an employee to be truly motivated, the employee’s job has to be fully enriched where the employee has the
opportunity for achievement and recognition, stimulation, responsibility, and advancement (Ramiall, 2004).

Herzberg’s External Hygiene factors such as the relationship with the boss, job security, interpersonal
relations and pay can be dissatisfiers. Eliminating the causes of dissatisfaction through hygiene factors will not result
in a state of satisfaction but in a neutral state. Satisfaction and motivation will only occur as a result of the use of
motivators. Motivation can be increased through basic changes in the nature of an employee’s job through job
enrichment. Thus, jobs should be redesigned to allow for increased challenge and responsibility, opportunities for
advancement and personal growth, and recognition (Steers, 1983).

Employees develop general views concerning the degree to which supervisors value their contributions and
care about their well-being. This is known as perceived supervisor support or PSS (Kotte & Sharafinski, 1988).
There has been a positive relationship between perceived supervisor support (PSS) and perceived organization
support (POS) (Rhoades et al., 2001). Employees who believe that their supervisor(s) value their contributions and
care about their well-being show increase POS, which in turn relates to decreased turnover. This finding is
consistent with organizational support theory which holds that beneficial treatment received from supervisors should
lead to a felt obligation to aid the organization and to affective organizational commitment, both of which should
reduce turnover (Rhoades at al., 2001). Therefore, the following hypotheses are proposed.

Hypothesis 1: There is a significant positive relationship between Perceived Supervisor Support and Job
Satisfaction

Hypothesis 2: There is a significant positive relationship between Perceived Supervisor Support and Affective
Commitment

Hypothesis 3: There is a significant positive relationship between Perceived Supervisor Support and Continuance
Commitment

Hypothesis 4: There is a significant negative relationship between Job Satisfaction and Intent to Leave
Hypothesis 5: There is a significant negative relationship between Affective Commitment and Intent To Leave
Hypothesis 6: There is a significant negative relationship between Continuance Commitment and Intent To Leave
METHODOLOGY

To test the hypotheses, employees at corporate headquarters from a Supermarket chain were used. A self-
administered survey was used for gathering data in this study as respondents received the survey via their home
mail. Each participant received a research packet containing the following: (1) A cover letter stating the purpose of
the survey, (2) the survey and (3) a large self-addressed and stamped envelope.

Subjects were asked to complete demographic questions as well as questions pertaining to their work
environment. Each respondent, upon completion of the survey, put the results in the self-addressed envelope, sealed
it, and mailed it back to the researchers’ home address anonymously. Each respondent was allowed two weeks to
complete and return the survey to the researcher.
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Sample

The sample consisted of 46 full-time employees categorized by either managers (n=17) or clerical support
(n=29). The number of males was 19 (53%) and the number of females was 27 (47%). The management group
consisted of 12 males (71%) and the clerical support group was comprised of 19 males (66%). The average tenure of
the subjects with the organization was 6.14 years (s.d. =5.778) and their average tenure with their current supervisor
was 2.81 years (s.d . =1.616).

Table | shows the Age and Educational Levels of the sample, measured as categorical variables:

Table |
Age * Education Crosstabulation
Count
Education
Associate's Bachelor's Post-Master's
High School degree Degree Master's Degree Work Total

Age |Under 26 4 1 1 0 0 6

26 t0 35 8 2 3 0 0 13

36 to 45 5 3 6 3 2 19

46 to 55 3 1 3 0 0

56 to 65 0 0 1 0 0
Total 20 7 14 3 2 46
MEASURES

Organizational Commitment

Mowday, Porter and Steers (1982) defined commitment as the relative strength of an individual’s
identification with and involvement in a particular organization, which is characterized by a belief in the goals and
values of the organization, a willingness to exert effort on behalf of the organization and a strong desire to remain
with the organization. Meyer and Allen (1991) suggested that each component of commitment develops
independently of each other as a function of different antecedents in developing their three-component model. This
model has been validated for its psychometric characteristics and demonstrates a good internal consistency of
reliability (Hackett, Bycio & Hausdorf, 1994).

For this study, organizational commitment was measured by affective and continuous commitment. The
Affective Commitment Scale (ACS) and Continuance Commitment Scale (CCS) are instruments consisting of
questions that measure each type of commitment. Affective commitment was measured with 6 items developed by
Meyer et al. (1990) and modified by Rhoades et al. (2001). Continuance commitment was measured with the 8-item
instrument from Meyer et al. (1990). The scale used for this survey is a five point Likert Scale ranging from
Strongly Disagree (1) to Strongly Agree (5). This study produced a Cronbach’s alpha of .8592 for Affective
Commitment and .7944 for Continuance Commitment. This is consistent with previous research that resulted in a
Cronbach’s alpha of .84 to .88 for Affective Commitment and .70 to .84 for Continuance Commitment (Meyer et al.,
1989). Therefore, the scales have demonstrated that they possess a high degree of internal validity and reliability. A
copy of the survey sent to respondents is provided in the appendix.

Job Satisfaction
Job satisfaction is defined as the extent of the positive affective orientation toward a job (Bluedorn, 1982).

Job satisfaction has been approached as a concept that concerns only an employee’s overall feelings about the job,
not the employee’s behavior toward the job (lateness, absenteeism, etc.). Job satisfaction plays an important role in
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measuring the intent to turnover (Arnold & Feldman, 1982) and is consistently found to be negatively related to
intent to leave. In this study, job satisfaction was measured using components of the Minnesota Satisfaction
Questionnaire (MSQ) short form developed by Weiss et al., (1967). The MSQ measures different attributes of an
organization with internal components using a five point Likert-scale ranging from strongly disagree (1) to strongly
agree (5). Questions from the MSQ used for this study concentrated on Supervisor-Human Relations aspect of job
satisfaction and consisted of six questions. The results of this study produced a Cronbach’s alpha of .9062 for job
satisfaction. This is consistent with previous research which reported a range of internal reliability coefficients of .87
to .92 (Cook, Hepworth, Wall, & Warr, 1981).

Perceived Supervisor Support

Employees develop general views concerning the degree to which supervisors value their contributions and
care about their well-being. This is known as perceived supervisor support or PSS (Kotte & Sharafinski, 1988).
Employees who believe that their supervisor(s) value their contributions and care about their well-being show
increase POS, which in turn relates to decreased turnover. This finding is consistent with organizational support
theory which holds that beneficial treatment received from supervisors should increase POS, leading to felt
obligation to aid the organization and to affective organizational commitment, both of which should reduce turnover
(Rhoades et al., 2001; Maertz et al., 2007).

The Survey of Perceived Supervisor Support (Eisenberger et al., 2002) was used to measure perceived
supervisor support in this study using a five point Likert scale ranging from strongly disagree (1) to strongly agree
(5). The nine item scale produced a Cronbach’s alpha of .9163 for this research. Questions three and eight were
reverse scored so that higher scores are an indication of higher perceived supervisor support. An internal consistency
of .92 has been found using this survey.

Intent To Leave

Intent to leave is the measure of the likelihood that the individual will leave the organization. The Intent to
Leave Index scale is an instrument that uses a 5-point Likert-type scale ranging from 1 (strongly disagree) to 5
(strongly agree). As previously mentioned, Reliability is a reflection of the internal consistency of a measure based
on the average correlation among items within a scale. The three item scale for this study produced a Cronbach’s
alpha of .8485. Alpha coefficients were .80 in samples used in Jaros’ study (1995).
RESULTS

Descriptive statistics for all variables used in the study are shown in Table Il and intercorrelations are
displayed in Table I11.

Table 11: Descriptive Statistics

Variable Mean Standard Deviation Cronbach’s Alpha
Perceived Supervisor Support 3.11 .70 .92
Affective Commitment 2.94 .67 .86
Continuous Commitment 3.26 52 .79
Job Satisfaction 3.02 .59 91
Intent to Leave 3.23 1.18 .85
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Table I11: Intercorrelations
Correlations
Perceived
Supervisor Affective Continuous Job Intent To
Support Commitment | Commitment | Satisfaction Leave
Perceived Supervisor |Pearson Correlation 1 893" 857" 857" 796"
Support Sig. (2-tailed) .000 .000 .000 .000
N 44 43 43 43 43
Affective Pearson Correlation .893” 1 817" .804™ 741"
Commitment Sig. (2-tailed) .000 .000 .000 .000
N 43 45 44 44 44
Continuous Pearson Correlation 857" 817" 1 .829™ -704™
Commitment Sig. (2-tailed) .000 .000 .000 .000
N 43 44 45 44 44
Job Satisfaction Pearson Correlation 857" 804" 829" 1 756"
Sig. (2-tailed) .000 .000 .000 .000
N 43 44 44 45 44
Intent To Leave Pearson Correlation -796™ - 7417 -704™ 756" 1
Sig. (2-tailed) .000 .000 .000 .000
N 43 44 44 44 45

**_Correlation is significant at the 0.01 level (2-tailed).

Hypothesis 1 stated that there is a significant relationship between Perceived Supervisor Support and Job
Satisfaction. The results indicate that there is a significant positive correlation (r= .857; p<.01) between Perceived
Supervisor Support and Job Satisfaction (see Table I11). Therefore, Hypothesis 1 is supported.

Hypothesis 2 stated that there is a significant relationship between Perceived Supervisor Support and Affective
Commitment. The results indicate that there is a significant positive correlation (r=.893; p<.01) between Perceived
Supervisor Support and Affective Commitment (see Table I11). Therefore, Hypothesis 2 is supported.

Hypothesis 3 stated that there is a significant relationship between Perceived Supervisor Support and Continuance
Commitment. The results indicate that there is a significant positive correlation (r= .857; p<.01) between Perceived
Supervisor Support and Continuance Commitment (see Table 111). Therefore, Hypothesis 3 is supported.

Hypothesis 4 stated that there is a significant negative relationship between Job Satisfaction and Intent to Leave.
The results indicate that there is a significant negative correlation (r= -.756; p<.01) between Job Satisfaction and
Intent to Leave (see Table I11). Therefore, Hypothesis 4 is supported.

Hypothesis 5 stated that there is a significant negative relationship between Affective Commitment and Intent To
Leave. The results indicate that there is a significant negative correlation (r= -.741; p<.01) between Affective
Commitment and Intent To Leave (see Table Il1). Therefore, Hypothesis 5 is supported.

Hypothesis 6 stated that there is a significant negative relationship between Continuance Commitment and Intent To
Leave. The results indicate that there is a significant negative correlation (r= -.704 ; p<.01) between Continuance
Commitment and Intent To Leave (see Table I11). Therefore, Hypothesis 6 is supported.

DISCUSSION

The results of this study are significant because they demonstrate a positive relationship between extrinsic
motivational factors such as perceived supervisor support and employee commitment and job satisfaction levels. For
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organizations to develop a work force consisting of highly committed, satisfied employees, managers must
demonstrate a high level of support toward their associates. In the present study, a low level of perceived supervisor
support resulted in a low level of employee organizational commitment and job satisfaction. This positive
relationship implies that increasing supervisor support may increase employee organizational commitment and job
satisfaction.

The research findings of a negative relationship between (1) organizational commitment and intent to leave
and between (2) job satisfaction with intent to leave are significant because of the importance of retaining personnel.
Beneficial treatment received from supervisors should lead to increased organizational commitment and job
satisfaction, both of which should reduce turnover. Employee retention is important in realizing a full return on
investment. Organizations will need to either create an intellectual capital environment in which the transmission of
knowledge takes place throughout the structure, or continue to lose important individual knowledge that has been
developed through the length of service. This deep knowledge is what many believe will help to meet the needs and
expectations of the customers and to create and sustain a competitive advantage within the global economy in which
organizations are competing today.

The numerous demands of today’s technologically fast-paced business world necessitate organizations to
retain top caliber personnel (Wagner, 1994). Developing a committed work force comprised of highly task-oriented
employees will dramatically increase the quality and efficiency of product and service offerings to customers.
External work factors such as supervisor relations, pay, co-worker relations and organization culture significantly
influence employee satisfaction and commitment to the company and must be monitored to ensure that these factors
impact employees in a positive manner to ensure a high level of retention.

There are some potential limitations to this study that must be considered. One limitation of this study is the
respondents taking the survey in their home environment. This setting may pose a vast array of distractions and
cause the subjects to lack focus in responding. Another limitation is that the researcher is a co-worker of the
respondents. This may cause researcher, as well as respondent, bias in the study although the responses were both
anonymous and confidential. Also, the population consists of only 46 participants. A larger sample size may prove
to result in a more accurate statistical level of reliability.

Managers must be cognizant of the support they give to their employees. A high level of supervisor support
positively correlates with a high level of organizational commitment and job satisfaction which, in turn, reduces the
level of employee voluntary turnover. This research identified that perceived supervisor support is an important
factor in determining organizational commitment and job satisfaction. This study demonstrated that when employees
perceive their supervisors offering little support, their commitment and job satisfaction decreases. It is also
important for organizations to know that less committed and satisfied workers have less attachment to their
organizations and intend to leave. Thus, organizations need to be aware of workers’ needs and support them.

The implications of this study can contribute to academic researchers as well as business managers. There
are several directions future research might take. The first direction would be to repeat this study with a larger
number of employees. The population size of forty-six did not represent a large, diverse population size. Also,
various industrial types and geographic locations can be explored and analyzed with a larger sample.

Employees in this study showed that their perceived supervisor support significantly related to their
organizational commitment and job satisfaction. Future research should concentrate on other extrinsic motivational
factors such as perceived organizational support, pay or job security.  The results not only contribute to
understanding of the implications of extrinsic motivational factors on employee commitment, job satisfaction and
intent to leave but also provide practical implications for managers. Future research designed to address the
limitations of this study should provide even greater understanding of the organizational impact of perceived
supervisor support on organizational commitment and job satisfaction and intent to leave.
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