M. Ü. iktisadi ve idari Bilimler Fakültesi Dergisi
Yıl: 2000, Cilt: XVI, Sayı : 1, Sayfa : 299-308

SUPERIOR-SUBORDINATE RELATIONSHIP AND
ITS IMPACT ON THE PERCEIVED LEVELS
OF JOB SATISFACTION AND ORGANIZATIONAL
COMMITMENT
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ÖZET
Bu araştırma, ast-üst ilişkisi kalitesi ile iş tatmini ve örgüte bağlılık değişkenleri arasın
incelemek üzere 80 banka çalışanı üzerinde gerçekleştirilmiştir. Araştırma bulguları, yüksek kalitede ast-üst ilişkisinin yüksek iş tatmini ve örgütsel bağlılığa neden olduğunu
göstermiştir. Astlarına karşı daha açık olan, astlarının fikirlerini ve sorunlarını ifade etmelerine izin veren ve destekleyen üstlerin astlarının, daha yüksek iş tatminine ve örgütsel bağlılığa
sahip oldukları belirlenmiştir.
daki

ilişkiyi

INTRODUCTION

Communication is essential to any organization and superior-subordinate communication is of particular importance. Research documenting the relationship
between an effective communication system and high overall organizational effectiveness points out to the importance of organizational communication (Goldhaber,
1983). It is through communication of one kind or another that employees learn what
is expected of them, fınd out how to do their jobs, and become aware of what others
think of their work (Likert, 1993).
Research indicates that superior-subordinate communication is the primary
means for communicating organizational information, objectives, policies and practices. Hicks and Arnold (1976,p.162) concludes that communication between superior and subordinate "comprises the bulk of all formal communication".
In order to fully understand organizational communication, primary attention
must be focused on the relationship between the superior and the subordinate.
Researchers contend that the primary relationship in an organizational setting is the
relationship that exists between the superior and the subordinate (Goldhaber, 1979).
It is within this relationship that "leadership effect" is most influential. Because there
is and should be constant interaction between the superior and the subordinate, it
'Seems reasonable that communication practices within superior-subordinate dyad is
very important. Numerous studies confirm the importance of the superior-subordi* Yard. Doç. Dr. Marmara Üniversitesi
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nate relationship by indicating that a large percentage of any supervisor's time is
spent in one-on-one communication with his or her subordinates. it is clear that the
superior-subordinate relationship and the communication which occurs within that
relationship is worth exploring.
Communication within superior-subordinate relationship
The reason for focusing on the superior-subordinate relationship when studying communication is that this relationship appears to be central to overall satisfaction and organizational effectiveness. Kelly( 1982) concluded that the most important
contributor to job satisfaction and organizational effectiveness is the relationship
between the supervisor and the subordinate. Similarly, Goldhaber(1983) suggested
that the most important contributor to job satisfaction is the quality of the relationship employees have with their immediate supervisor. He also added that if subordinates perceive that communication from their superiors is adequate, appropriate, and
effective, it may have a positive effect on their level of involvement and commitment
to the organization and ultimately on their performance and productivity.
Jablin (1987,p.720) stated that the "superior-subordinate communication relationship is an important determinant of an employee's level of organizational commitment and likelihood of tumover". Schweiger and Denisi (1991) ha ve also shown
that managerial communication behaviors ha ve a strong influence on job satisfaction.
Recognizing the importance of the superior-subordinate relationship, many
researchers have examined the communication components that affect the quality of
that relationship. Baird (1974) examined the use of openness in the superior-subordinate relationship and the effect of the use of openness on the relationship itself.
Baird also focused upon subordinates' "upward communication freedom" with superıors.

Similarly, Gaiten (1976) listed nine elements that are important for effective
superior-subordinate relationships. Those included the communication dimensions
of vulnerability, positive listening, openness, kinesics expectations, forming conclusions, caring and integrity.
When studying communication climate within superior-subordinate dyad,
Redding(l 972) fırst postulated an "ideal" communication climate to consist of fi.ve
dimensions: supportiveness; participative decision-making; trust, confidence, and
credibility; openness and candor in communicative relationships; and high performance goals.
Dennis (1975) similarly postulated coınmunication climate on the dyadic level
to have fıve factors, namely supportiveness and openness; perceived quality and
accuracy of downward communication; openness and freedom of superior-subordinate communication; upward communication opportunities as it relates to participative decision-making and information reliability from subordinates and peers.
Bradley and Baird (1977, p.52) found several stylistic variables associated
with good relationships. They state: "........... comfort, attentiveness, activity, listening, showing concem, and friendliness seemed associated with good relationships,
while two other factors-- coming on strong and being quick to disagree -- apparently led to worsened relationships ".
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Kelly (1982) claimed that the satisfaction of subordinate and superior with their
relationship will be affected by one's communication style. Subordinates are more
satisfied when their supervisors are friendly and attentive rather than dominating" .

Job satisfaction
Job satisfaction is the most frequently studied topic in organizational behavior.
The term job satisfaction has been used to refer to attitudes or orientations of individuals towards their jobs. Greene, Adam and Ebert (1985,pp.113-114) definedjob
satisfaction as those attitudes related to person's positive and negative feelings about
the job, and his or her related emotional responses. Gordon(1991) defines job satisfaction as the degree to which individuals perceive they are equitably rewarded by
various aspects of their job situation and the organization to which they belong.
According to Kovach (1987), workers who are content with their jobs, who feel challenged, who have the opportunity to fulfil their goals will exhibit less destructive
behavior on the job, they will be less absent, they will be less inclined to change jobs
and most importantly they will produce at a higher level. Many studies have been
conducted to determine the factors for job satisfaction. These sources of the positive
and negative feelings about the job are pay, the work itself, promotion and advancement opportunities, supervision, co-workers, working conditions ... etc. Job satisfaction can be measured dimensionally or globally. Dimensional measures refer to satisfaction with specific features of the job or the organization whereas global measures to general satisfaction with the job. Research has shown that several consequences of job dissatisfaction are absenteeism, chronic tardiness, tumover, early
retirement, increased interest in union activity, less productivity (Luthans, 1992).

Organizational commitment
Mowday, Steers, and Porter (1979, p.226) defines organizational commitment
as " the relative strength of an individual's identification with and involvement in an
organization. As an attitude organizational commitment is most often defineci as (1)
a desire to maintain membership in the organization; (2) a willingness to exert effort
on behalf of the organization; (3) belief in, and acceptance of the values and goals of
the organization (Cooper and Robertson,1986). Robbins (1996) defineci it asa state
in which an employee identifies with a particular organization and its goals, and
wishes to maintain membership in the organization.
The organizational commitment attitude is determined by a number of personal (age, tenure, ete.) and organizational (the job design, the leadership style of one's
supervisor,etc.) variables. Also the combination of such factors as job security,
opportunities to participate in decisions, chances to exercise responsibility, a decentralized organizational structure, and a positive organizational culture affect commitment (Luthans, 1992, p. 125). High levels of employee commitment is generally
viewed asa positive factor for both individuals and organization.
Ostroff (1992) has shown that organizations with highly satisfied, committed,
adjusted and relatively unstressed members have higher levels of organizational performance than do organizations with less satisfied, less committed, less adjusted and
more stressed members.
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The purpose of the present study is to fınd out if the quality of the suporiorsubordinate relationship as perceived by the subordinates has a positive impact on
the perceived levels of job satisfaction and organizational commitment -- two important organizational outcomes. The underlying idea behind this assumption is because
the transmission and reception of information play such an important role in organizational life, effective comunication ought to be related to favorable employee work
attitudes (Schuler, 1995).

METHOD
Sample and procedure
Participants in this study were 80 bank employees in various branch locations
of banks in Istanbul. Each branch was visited by the researcher, subjects were given
the questionnaires in envelopes and asked to respond to questions anonymously.
Respondent confıdentiality was assured and the <lata were collected the following day.

Measurement
Each respondent provided information in the following categories:
The Quality of the Superior-Subordinate Relationship: In order to assess how
the employees perceived the quality of the relationship between themselves and their
supervisors, Dennis's (1974) Supervisory Communication Climate Instrument was
used. The scale consists of 21 items with which the respondent indicates the degree
of agreement by the use of a 5-point Likert-type scale. The scale included items
such as supportiveness and openness; freedom of superior-subordinate communication; upward communication opportunities, ete.
Job satisfaction: A three-item scale of Overall Job Satisfaction developed by
Cammann, Fichman, Jenkins, and Klesh (1979) was used in order to assess organization members' overall affective responses to their jobs. Item resonses were
obtained on fıve-point scales and the mean value across the items constitutes the
scale score.
Organizational commitment: Based upon work by Parter, Steers, Mowday, and
Boulian (1974), a ten-item organizational commitment scale was developed by the
researcher in terms of three interrelated components : identifıcation, involvement and
loyalty. Responses are on a 5-point dimension, and the mean value across the items
constitutes the scale score.
Demographic characteristics include sex, age, education, marital status, and
tenure.

Analysis
Principal component analysis was used to fınd out the basic components of
Dennis's Supervisor Communication Cliınate Instrument. Kaiser-Meyer-Olkin
Measure of Sampling Adequacy was also computed in order to show the extent to
which composite of variables is homogenious and they are appropriate for factor
analysis. Bartlett test was also applied to show that the correlation matrix is worth
302

Prof Dr. İsmail Özaslan 'a Armağan

analyzing and represent the factor analysis of meaningful <lata. Reliability was
assessed by Cronbach's alpha for each instrument . Pearson Correlation Coefficients
are computed to measure the relationship between the components of the the quality
of superior-subordinate relationship, and job satisfaction and organizational commitment. in order to fınd out the associations between categorical variables, we used chisquare test of independence. Analysis of variance was used in order to fınd out differences among groups by demographic characteristics in terms of the quality of
superior-subordinate relationship, job satisfaction and organizational commitment.
Results

As represented in Table 1, Kaiser-Meyer-Olkin Measure of Sampling
Adequacy was greater than 0.50 implying that the <lata did indeed represent a
homogenious collection of variables and are suitable for factor analysis. Bartlett test
was found to be signifıcant. Principal component analysis of the Quality of the
Superior-Subordinate Relationship Instrument yielded to three components with
Eigenvalues 1 or greater. These three components accounted for 65 .4 percent of the
total variance.
Table 1. Factor Analysis of the Quality of the Superior-Subordinate

Relationship Instrument
Percentage of
variation explained
Openness
Item 11
ltem 14
Item 15
Item 13
Item 16
Item 10
Item 12
Item 18
Item 17
Freedom
Item 8
Item l 9
Item 3
Item 7

Factor
1oadings

53.9
you understand your supervisor
is frank and candid with you
is a competent,cxpert manager
he/she thinks you understand hirn/her
you think your supervisor undcrstands you
can discuss supervisor's management
free to teli supervisor you disagree
it's safe to say your words
understands your proh1ems

in Upward Communication
encourages telling things that are wrong
encourages hringing up good or had information
telling had news without fear
expresses confıdence in ahility

Supportiveness
Item 1
listens to you
ltem 2
is willing to toleratc arguments
ltcm 9
makes you feci free to talk
Item 6
has your hest intercst in mind
ltem 5
makcs you feel what you tell important
Item 4
you can sound off regarding frustrations
Itcm 20 makes it casy to do hest work
Item 21 he/ she really understands you

0.78
0.74
0.73
0.69
0.67
0.63
0.62
0.61
0.61
6.2
0.76
0.71
0.68
0.50
5.3
0.79
0.70
0.64
0.59
0.57
0.56
0.56
0.51

Cumu1ative percentage of variation = 65.4
Kaiser-Meyer-01kin Measure of Samp1ing Adequacy = .91
Bartlett Test of Sphericity =1237. 1120, Signifıcance = .00000

303

Nurdan Özarallı

Labels for the factors -- openness, freedom in upward communication, and
supportiveness were developed on the hasis of previous research utilizing the
Supervisory Communication Climate Instrument and by studying the item loadings
on the factors.
Reliability was assessed by Cronbach's alpha for each instrument as shown in
Table 2.

Table 2. Reliability analysis of the instruments
Instrument

Cronbach's alpha

Quality ofSuperior-Subordinate Relationship
Fl Openness
F2 Freedom in upward communication
F3 Supportiveness

0.95
0.93
0.83
0.89

Job Satisfaction

0.77

Organizational Commitment

0.84

The results show that the coefficient of internal consistency was found to be
high and acceptible to conclude it as reliable instruments.
As shown in Table 3, all the correlation coefficients between the components
of quality of superior-subordinate relationship, job satisfaction and organizational
commitment were found to be significant at 1 % level of significance

Table 3. Correlations between components of quality of superior-subordinate
relationship, job satisfaction and organizational commitment.

Job Satisfaction
Org. Commitment
*Signifıcant

Openness

Freedom in Upward Com.

Supportiveness

0.64*
0.57*

0.63*
0.66*

0.68*
0.56*

at 5 %

Findings show that there is a positive and moderate relationship between the
factors of the quality of the superior-subordinate relationship, and job satisfaction
and job commitment.
Among the demographic characteristics, Chi-square analysis revealed that
only sex was found to have a moderate association (Cramer's V=0.31) with job satisfaction. at 1 % level of significance.
As in Table 4, Analysis of Variance show that there is a significant difference
between men and women in terms of job satisfaction.
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Table 4. Analysis of Variance for Job Satisfaction by Sex
Variable JOB SATlSFACTION
By Variable SEX
Analysis of Variance
Source

D.F.

Sum of
Squares

Mean
Squares

F
Ratio

F
Prob.

Between Groups
Within Groups

31,4509
467,5491

31,4509
5,9942

5,2469

,0247

78

Total

79

499,0000

Count

Mean

erkek

55
25

11,6727
10,3200

Total

80

11,2500

Group
kadın

The results show that womens' perception of job satisfaction is greater than
men.
ANOVA results in Table 5 suggest that there is a significant difference
between men and women in terms of how they perceive the quality of superior-subordinate relationship in the freedom of upward communication dimension.
Table 5. Analysis of Variance for Freedom in Upward Communication by Sex
Variable FREEDOM iN UPWARD COMMUNICATION
By Variable SEX
Analysis of Variance

D.F.

Sum of
Squares

Mean
Squares

F
Ratio

F
Prob.

Between Groups
Within Groups

68,2509
17,2147

3,9647

,0500

78

68,2509
1342,7491

Total

79

1411,0000

Source

Group

Count

Mean

kadın

erkek

55
25

18,8727
16,8800

Total

80

18,2500

Women's perception of the freedom of upward communication with their
supervisors is greater than men.
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Table 6 shows the ANOVA results which suggest that the two groups show a
significant difference in terms of how they perceive the quality of superior-subordinate relationship. The first group is defined as the people who have below and equal
to the median year of tenure (median=5years) and the second group above the median.

Table 6. Analysis of Variance for Supportiveness by tenure
Variable SUPPORTIVENESS
By Variable SEX
Analysis of Variance

D.F.

Source

Sum of
Squares

Between Groups
Within Groups

78

141,333 8
2722,4662

Total

79

1411 ,0000

1

Count

Mean

erkek

55
25

26,2143
23,5526

Total

80

24,9500

Group
kadın

Mean
Squares
141 ,3338
34,9034

F
Ratio

F
Prob.

4,0493

,0476

The results show that bank employees with less tenure perceive higher levels
of support from their superiors.
Discussion

The results of the present study have a number of practical implications for
organizations. The findings of the study proved that the perceived quality of the
superior-subordinate relationship is positively and significantly correlated with the
job satisfaction and organizational commitment. The three superior-subordinate relationship factors -- openness, freedom in upward communication, and supportiveness
had moderately high positive correlations with both job satisfaction and organizational commitment level of the bank employees. As a matter of fact, these findings
are consistent with research by Kelly(1982), Goldhaber(1983), and Schweiger and
Denisi( 1991) which suggest that the overall quality of the communication behaviors
within superior-subordinate relationship is a significant predictor of job satisfaction
and effectiveness.
Our study suggests that being open and frank with subordinates and understanding them; encouraging and permitting the expression of views divergent from
one's own; the willingness to listen to "bad news" or discomforting information; and
supporting them are the three important factors of the relationship which led to the
overall satisfaction with the job and organizational commitment.
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Another finding in the study suggests that women employees, as compared to
men, assessed the the quality of the relationship with their supervisors more favorably in the freedom of upward communication dimension (Table 5). It seems that
women employees feel more free when talking to their supervisors. This finding
could be attributed to the fact that women are more relationship- oriented than men.
Feminine behavior puts more emphasis on interpersonal goals (friendly atmosphere,
getting along with the boss) and nurturance as opposed to masculine behavior which
emphasizes work goals ( eamings, advancement) and assertiveness. And Berry,
Poortinga, Segall, and Dasen (1992) add that the first set of values is thought to be
associated with females while the second with males.
Women employees also expressed higher levels of job satisfaction compared
to men (Table 4). This fınding could be attributed to women's higher quality ratings
of the relationship and the freedom they feel to communicate with their supervisors .
Another finding in the study suggests that development of a good superiorsubordinate relationship is most critical for employees with less tenure. As shown in
Table 6, employees with less tenure expressed that they received higher levels of support from their supervisors.
We operate with the premise that enhanced job satisfaction and organizational commitment should be an organizational goal. The findings of this study makes
the role of enhanced superior-subordinate relationship evident. An important issue
for managers is how to better manage and promote the relationship with their subordinates. Superiors need to recognize that the feelings employees have for their relationship and communication behaviors may ınanifest themselves in the form of affective responses such as job satisfaction and organizational commitment. Considering
that maintaining high levels of job satisfaction and organizational commitment has
very important implications for organizational life, organizations should aid in
designing effective communication strategies accordingly.
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