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about their well-being (Cole, Bruch, & Vogel, 2006; Eisenberger et al., 2002; House,
1981; Kossek, Pichler, Bodner, & Hammer, 2001; Kottke & Sharafinski, 1988). PSS was
measured with 13 items such as “My manager fosters genuine and trusting relationships
on the team,” “My manager supports my professional growth and development,” and
“My manager routinely communicates with me so that I am able to perform and develop
in my position.” The response format for the survey items consisted of a 5-point Likert
scale of agreement (1 = Strongly Disagree, 5 = Strongly Agree). Participant responses
were totaled and averaged to create an overall perceived supervisor support score ranging
from 1 to 5. Higher scores indicate that participants perceived their supervisors to be
more supportive. Cronbach a was .94, indicating high reliability of the scale.

Work engagement. Work engagement was defined as the employee’s intent to
stay, willingness to refer the organization to others, and discretionary effort made on
behalf of the employee in their work (Ware, 2012). Work engagement consists of the
level of vigor, dedication, and absorption involved in one’s work (Shaufeli, 2002). Work
engagement was measured with nine survey items, such as “On most days, I feel
motivated to perform in my position,” “I am proud to work for this company,” and “I am
passionate about the work I do here.” The response format for the survey items consisted
of a 5-point Likert scale of agreement (1= Strongly Disagree, 5= Strongly Agree).
Participant responses were totaled and averaged to create an overall work engagement
score ranging from 1 to 5. Higher scores indicate that participants are more engaged in

their work. Cronbach a was .88, indicating high reliability of the scale.
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Demographic information. Participants were asked their gender, age, race, and
tenure. Gender was measured with the choice of selecting either “man” or “woman.”
Age was grouped into various ranges, including: 20-29, 30-39, 40-49, 50-59, and 60 and
over. Race was measured by identifying as either “Hispanic or Latino,” “Not Hispanic or
Latino,” or “Not Identified.” Finally, tenure was broken down into groups dependent on
the number of years employed at the organization. These groups included those that had
been with the company for “Less than 1 year,” “1-2 years,” “2-5 years,” “5-10 years,”
and “Over 10 years.”

Procedure

An external vendor was selected to conduct the employee engagement survey on
behalf of the organization. All participants received an email inviting them to take the
survey, and were provided with a link to the survey website and a unique login username
and password. The survey duration was two weeks, and all surveys were completed
online at various times either at home, work, or a location of their choice using a
computer or cell phone. Upon logging in to the survey, respondents were given a
message explaining the purpose and goals of the survey, including using their aggregate
responses to identify opportunities to improve the work experience within the company.
The message also assured the respondents of the confidentiality of their responses by
stating that no one in the company itself would ever see their responses. All survey
submissions were collected once the participant pressed the “submit and continue”

button.
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After the survey completion date, the vendor’s data programmer created a
database consisting of the survey responses and demographic information, and all
identifying information was removed to ensure confidentiality of the participants’
responses and demographic information. With permission of the external vender, the

data set was provided to the researcher.
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Results

Descriptive Statistics

Descriptive statistics were computed to summarize and describe the data. Table 4
displays the means and standard deviations of the measured variables. Overall, work
engagement was above the midpoint of the 1-5 Likert scale of agreement with small
variability (M =4.32, SD = .66), indicating that work engagement was relatively high and
employees generally felt the work they were doing was stimulating and they wanted to
devote themselves to their work, felt their work was meaningful to them, and were fully
immersed while doing their work. The POS scale (M = 3.67, SD = .78) had a mean
above its midpoint and had moderate variability, suggesting that employees generally felt
that the organization valued their contributions and cared about their well-being. The
PSS scale (M =3.97, SD =. 91) also had a mean above its midpoint and had moderate
variability, suggesting that employees generally felt that their supervisors valued their
contributions and well-being. POS had a lower overall mean than PSS; however, the
variability in PSS was greater than POS, suggesting that although employees felt their
supervisors were more supportive than the organization, the responses regarding the
organization were more consistent than those regarding managers. Overall, employees
were engaged in their work, and felt that the company and their supervisors were

supportive of them.
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Table 4

Descriptive Statistics of Variables (N = 382)

Variable M SD
Perceived organizational support  3.67 78
Perceived supervisor support 397 91
Work engagement 432 .66

Pearson Correlations

Pearson correlations were computed to examine the relationships among the three
variables. Table 5 presents the correlations among the three variables. The Pearson
correlations revealed that all three variables were significantly and positively related to
one another. Specifically, POS was positively and significantly related to work
engagement, in that higher perceptions of support from their organization was related to
an increase in work engagement, #(380) = .68, p <.001. PSS was also positively and
significantly related to work engagement, in that higher perceptions of support from their
supervisors was related to an increase in work engagement, #(380) = .63, p <.001. POS
was slightly more correlated with work engagement than PSS, which may indicate that
POS is more likely to increase engagement than PSS. POS and PSS were also
significantly and positively related to one another, suggesting that higher perceptions of
organizational support increased perceptions of supervisor support, and vice versa, #(380)
=.67, p <.001. Overall, these results indicate that the more workers perceived support

from the organization and their supervisors, the more they were engaged with their work.
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As employees perceived their organization as supportive, they were also more likely to

perceive their supervisors as supportive.

Table 5

Pearson Correlations of Variables (N = 382)
Variable 1 2 3

1. Percevied organizational support -

2. Perceived supervisor support O7F* --
3. Work Engagement 68%* 63%* -

#1p < 001

Inferential Statistics

Standard multiple regression analysis. In order to test the research question of
whether the proposed measure could identify the unique qualities in POS and PSS to
justify them as separate constructs in predicting work engagement, a standard multiple
regression analysis was conducted. Table 6 reports the results of the standard multiple
regression analysis. Because research has been mixed as to whether POS and PSS are
separate constructs, a standard multiple regression analysis was first ran in order to
identify whether POS and PSS were able to independently and significantly predict work
engagement in no specific order. POS and PSS were entered together in order to examine

the amount of variance each accounted for as antecedents of work engagement.



33

Table 6

Standard Multiple Regression Analysis: Predicting Work Engagement From

POS and PSS
Variable R? p t
S1H*
Perceived organizational support A6** 9.52
Perceived supervisor support 31%* 6.49
Note: N = 382. **p <.001

POS and PSS were significantly related to work engagement, F(2,379) = 197.20,
p <.001. POS and PSS combined accounted for 51% of the variance in predicting work
engagement (R°= .51, Rzadjz .51). POS made a significant unique contribution to work
engagement (f = .46, t =9.52, p <.001), indicating that as employees perceived their
organization to be more supportive, they were also more likely to become engaged in
their work. PSS also made a significant unique contribution to work engagement (5 =
31,t=6.49, p <.001), suggesting that as employees perceived their supervisor to be
more supportive, they were more likely to become engaged in their work. Overall, the
results of the standard multiple regression analysis support the research question of
whether POS and PSS are antecedents of work engagement. It was found that both POS
and PSS uniquely predicted work engagement, which implies that employees who
perceive they are receiving support from both the organization and their supervisors are
more likely to become engaged in their work.

Hierarchical multiple regression analysis. To test the research question of

whether POS and PSS are separate constructs, and to see if PSS accounted for a
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significant proportion of the variance above and beyond POS in predicting work
engagement, a hierarchical multiple regression analysis was conducted. Because
previous research has indicated that POS comprises of PSS, a hierarchical multiple
regression analysis was chosen in order to observe the incremental effects of PSS after
POS was taken into account, and to measure whether PSS was in fact a separate
perception from POS. To control for perceived organizational support, POS was entered
in the first step. To measure the incremental effect that perceived supervisor support had
above and beyond perceived organizational support, PSS was entered into step 2. Results

of the analysis are shown in Table 7.

Table 7

Hierarchical Multiple Regression Analysis: Predicting Work Engagement From
POS and PSS

Step and predictor variable r p R’ AR?
Step 1 Perceived organizational support 68%* 68%* AG**
Step 2 Perceived supervisor support 63%* 32%% S1H* 05#%*
Note: N =382. **p < .001

In the first step, POS was entered. Perceived organizational support was
significantly related with work engagement, F(1,380) =317.86, p <.001. POS accounted
for 46% of the variance (R’ = .46, R’ adj. = -45). POS made a significant and unique
contribution to work engagement (f = .68, t = 17.83, p <.001), indicating that employees
who perceived more support from the organization were more likely to be engaged in

their work.
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In the second step, PSS was entered. Overall, the combined PSS and POS were
found to be significantly related to work engagement, F(2,379) = 197.20, p <.001. POS
and PSS together accounted for 51% of the variance (R° = .51, Rzadj, =.51). PSShada
small yet significant incremental effect in predicting work engagement above and beyond
POS (4R’ = .05, AF(1, 379) = 42.14, p < .001), indicating that higher perceptions of
supervisor support was related to an increase of work engagement above and beyond
POS.

Overall, the results of the hierarchical MRC showed that perceived supervisor
support predicted work engagement above and beyond perceived organizational support.
It was found that perceived supervisor support predicted work engagement above and
beyond perceived organizational support. Specifically, in step 1, POS had a significant
relationship with work engagement, in that higher perceptions of organizational support
led to more work engagement. In step 2, PSS had a significant incremental effect above
and beyond POS in predicting work engagement. These results suggest that those
employees with higher perceptions of organizational support and supervisor support are

more likely to be engaged in their work.
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Discussion

The first goal of this study was to develop measures designed to assess the unique
characteristics of POS and PSS in order to differentiate between them as two separate
constructs. The second purpose of this study assessed the proposed scales of POS and
PSS as antecedents of work engagement. To some extent, the results supported that POS
and PSS were separate constructs, and the proposed measures were predictors of work
engagement. The sections below summarize the results, propose theoretical and practical
implications, discuss strengths and limitations of this study, make suggestions for future
research, and draw a conclusion.
Summary of Results

The first research question was whether proposed measures of POS and PSS
would identify unique characteristics that justify them as separate constructs. The results
of factor analyses suggest that the proposed measures were able to distinguish between
POS and PSS as two different constructs. Two distinct components were created using
the proposed POS and PSS scales, where after redundant items were removed, items of
each scale successfully loaded onto their own components. However, POS and PSS had
a moderately high correlation, which would indicate that although employees can
differentiate between POS and PSS, they still see overlap between them. These results
suggest that employees do distinguish between perceptions of organizational and
supervisor support; however, POS is likely to include PSS, in that perceptions of
organizational support is also like to involve how employees perceive support from their

supervisors. Therefore, although the proposed measures successfully identified unique
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characteristics and separate these constructs, analyses revealed that perceptions of
supervisor support might be included in employees’ perceptions of organizational
support.

The second research question was whether the proposed measures could be used
to establish that POS and PSS are predictors of work engagement. A standard MRC
analysis resulted in POS and PSS together contributing to a significant percentage of the
variance in work engagement. However, as POS contributed to the vast majority of the
variance in predicting work engagement, and PSS made only a slight yet significant
contribution, it may be that perceptions of supervisor support are primarily included in
perceptions of organizational support. Additionally, a hierarchical MRC analysis resulted
in POS accounting for most of the variance in predicting work engagement, with PSS
only adding a slight percent increase above and beyond POS. This indicates that
although PSS does contribute to a significant amount of the variance in work engagement
above and beyond POS, perceptions of organizational support make up most of the
variance in work engagement between POS and PSS. Therefore, POS accounts for the
majority of the predictability in work engagement, while PSS only contributes slightly to
predicting work engagement.

Theoretical Implications

This study provides an initial understanding of how the proposed measures
identify unique characteristics that distinguish between POS and PSS, and confirms the
results of previous research that imply that they are predictors of work engagement.

These results are mostly consistent with the previous research, where POS and PSS were
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strongly correlated with one another, and POS had stronger relationships to outcome
variables than PSS. Similar to a study by Saks (2006), POS had a stronger relationship
with work engagement than PSS and accounted for the most unique variance in
predicting work engagement. However, the findings of the current study contradict those
of Dabke and Patole (2014), where PSS had a slightly stronger relationship with work
engagement than POS.

Given that in a large majority of previous research, POS resulted in the strongest
relationships compared to other predictors with workplace outcomes, perhaps the results
of the study by Dabke and Patole (2014) were due to confounding factors involving the
types of participants, the size of the organization, or the company culture, which could
have influenced the importance of supervisor support in the workplace when predicting
work engagement. For example, the participants in this study were working in the
Information Technology and Enabled Services (ITES) sector, which is particularly
isolated from face-to-face interaction (Dabke & Patole). Perhaps in this situation, support
from the supervisors was more important than support from the organization, due to
supervisors being their main source of communication and contact.

Practical Implications

The implications that can be drawn from this study are that organizations trying
to foster work engagement are more likely to be successful if they provide employees
with organization-wide support. Consistent with social exchange theory, organizations
that are perceived to show concern and care towards their employees create feelings of

obligation for the employees to reciprocate through outcomes like work engagement
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(Saks, 2006). Therefore, organizations striving to improve work engagement should
focus on employee perceptions of support from the organization (Saks, 2006).
Incorporating support for their employees throughout the organization’s policies, norms,
and culture are likely to provide their employees with a sense that the organization values
them and cares about their well-being. For example, ensuring that employees receive the
proper resources in training, are protected by workplace policies and procedures, are
treated fairly, and acknowledging those that make valuable contributions, will help
promote engagement.

Additionally, organizations can also provide support through its agents, such as
employees’ supervisors. Given the results of this study, organizations that encourage
their supervisors to provide employees with resources, emotional support, and benefits
are more likely to have employees reciprocate with work engagement. Supervisors can
do this by rewarding employee contributions, offering assistance, finding ways to show
that they care about employees’ well-being, and keeping interactions between employees
positive. It is important that supervisors explore the interests and needs of their
employees in order to create a sense of obligation that is reciprocated by greater levels of
engagement (Saks, 2006).

Strengths and Limitations of The Current Study

Strengths. One strength of this study is that the proposed measures of POS and
PSS were able to identify characteristics unique to each construct. Given that factor
analyses resulted in two distinct factors, and the revised analysis (in which highly

correlated items were removed due to their redundancies) resulted in the POS and PSS
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items loading onto separate factors, it can be concluded that the proposed measures were
successful in distinguishing between POS and PSS. Items that were removed from the
scales were found to have been very similar to one another, further supporting the
argument that in order to measure POS and PSS separately, it is important to do so with
scales that are not redundant. In other words, given that previous measurements of POS
and PSS utilize identical scales with the exception of replacing the term “organization”
with “supervisor,” the results of this study indicate that in order to distinguish between
these constructs, it is necessary to incorporate measurements (such as those proposed in
this study) that uniquely measure the characteristics of each construct.

Another strength of this study is that the sample size was large, with variations in
age, gender, and tenure, which indicate that the results are likely to be representative of a
larger population. Given the sample size of 382 participants, and fairly equal
distributions across demographics, the current study is not likely to have confounding
factors due to demographic information that may have skewed the data. This increases
the possibility that inferences drawn from these results can be successfully applied within
various types of work environments. For example, due to the variations of tenure in this
sample, organizations can infer that regardless of the length of employment, POS and
PSS are likely to help promote work engagement across all employees.

Limitations. One limitation of this study is that although the demographic
information was generally distributed across different groups, the industry in which the
sample was collected was fairly narrow. Given that the data collected were from a

healthcare company, the results may have been impacted. For example, employees of
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healthcare companies might be more likely focused on the mission, vision, and values of
the organization, which could have influenced the findings that POS was a stronger
contributor to work engagement than PSS. It may be that industries whose products or
services evoke more passion and emotion in employees are more likely to emphasize the
importance of support from the organization, which might result in POS making a greater
impact on work engagement than PSS. Due to the inability to collect data across several
industries, the application of these results may be more specific to organizations in which
POS is likely to be an important factor.

Another limitation of this study is that the data collected on ethnicity were not
very diverse. Information was gathered on the basis of employees having been of
Hispanic descent, not of Hispanic descent, or not identified. This limits the ability to
infer that the results of this study can be used in diverse settings, given that participants
were not further differentiated into specific ethnic groups.

Future Research

Due to the proposed measures of POS and PSS being exploratory in nature, the
implications of this study are limited. In order to contribute to both the practical and
theoretical implications of these findings, additional research is necessary. The following
suggestions seek to improve the present study.

First, because the research that includes POS and PSS as separate constructs in
predicting work engagement is limited, it is suggested that subsequent research gain a
more thorough understanding of this topic. Specifically, research should be aimed at

measuring POS and PSS distinctly using the proposed measures to identify and confirm
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which type of support should be the focus when trying to encourage work engagement.
Because this research is limited, it is also suggested that future research include variations
in ethnic groups and industry type to build on the theoretical and practical implications
that can be drawn by the current study. Further knowledge on how ethnic groups and
industries react to POS and PSS differently in relation to work engagement will allow a
more thorough understanding of which of the two makes a stronger contribution to work
engagement, and whether ethnicity or industry type affects the application of these
results.

Second, given that the proposed measures were able to differentiate between POS
and PSS, but PSS was unable to contribute much to predicting work engagement once
POS was accounted for, further research is necessary to understand whether POS and
PSS are distinct constructs in predicting workplace outcomes. The results of this study
may imply that while employees distinguish between POS and PSS, perceptions of
organizational support is likely to incorporate how employees perceive their supervisors
to be supportive as well. However, the type of work outcomes that POS and PSS are
associated with may affect the ability of employees to differentiate between these
constructs.

Perhaps the fact that work engagement is broader in nature, it could be that the
similarly broad nature of POS is better able to capture factors that contribute to
employees becoming engaged in their work. Therefore, although the results of this study
may imply that POS includes PSS, it may be that their distinctiveness is dependent on the

type of work outcomes being measured. Work outcomes that are narrower or specific in
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nature, such as how employees treat their co-workers, employee morale, and perceptions
of fairness regarding performance evaluations, may result in PSS contributing more to the
variance than POS. In these cases, it may not be that POS and PSS are not distinct;
rather, the type of outcome affects the degree to which employees distinguish between
their perceptions of the organization and their supervisor, and how important they feel
each one is in regards to various work outcomes.
Conclusion

Many organizations today are seeking to incorporate methods that will help them
retain their talent and gain the advantage in a competitive and constantly changing
environment. Studies measuring how various types of support can be beneficial increase
the ability of organizations to understand how to leverage this information in fostering
positive workplace outcomes. Given that perceptions of organizational and supervisor
support have been shown to lead to positive workplace outcomes, further exploration of
how POS and PSS distinctly contribute to predicting these outcomes can increase
understanding of the relative impact the organization and its supervisors have on
employee behaviors and attitudes. Specifically, with the recent interest in the benefits of
work engagement, research directed toward understanding how POS and PSS affect
employee engagement at work will allow companies to incorporate and encourage factors
that are likely to result in more engaged employees. The results of this study can be used
towards contributing to the theoretical knowledge of POS and PSS, and help
organizations gain a better understanding of how to encourage work engagement by

providing employees organizational and supervisor support.
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