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moderately strong and negative correlation has been found between POS and voluntary 

turnover, where increased POS is likely to lead to a decrease in voluntary turnover 

(Rhoades & Eisenberer, 2002).  These results suggest that those organizations that are 

perceived to care about their employees’ well-being are less likely to have their 

employees who leave their organization by choice.   

 POS has also been shown to be a predictor of job attitudes.  One such attitude is 

organizational commitment, which is the level of loyalty employees feel towards their 

employers (Meyer & Allen, 1991).  A positive relationship has been found between POS 

and organizational commitment, where people reciprocate high perceived organizational 

support with being more committed to their organization (Rhoades & Eisenberger, 2002).   

Job-related affect such as job satisfaction and positive moods are likely to follow 

the perception of organizational support (Rhoades & Eisenberger, 2002).  Due to POS 

meeting socio-emotional needs, increasing performance-reward expectancies, and 

ensuring assistance when needed, POS contributes to employees’ feelings of satisfaction 

with their job (Rhoades & Eisenberger, 2002).  POS can influence positive mood through 

the workplace environment, where POS increases feelings of self-efficacy and worth 

(Eisenberger et al., 2001; George & Brief, 1992).  

 PSS has been studied independently from POS as an antecedent of workplace 

outcomes.  In terms of work behaviors, results have shown that PSS has a positive 

relationship with job performance, where an increased perception of supervisor support 

leads to higher performance levels in employees (DeConinck & Johnson, 2009).  These 
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results indicate that when supervisors are supportive of their employees, they are likely to 

improve job performance levels overall. 

PSS has also been related to attitudes separately from POS, such as job 

satisfaction.  In a study investigating the relationships between work environment 

perceptions and job satisfaction, PSS was found to be positively and significantly related 

to job satisfaction (Babin & Boles, 1996).  This indicates that as employees feel their 

supervisors are being more supportive of them, they are more likely to be satisfied with 

their job.  

In addition to research that studied POS and PSS individually, several studies 

have measured both POS and PSS together as predictors of different workplace 

outcomes.  In terms of behaviors, one study found both POS and PSS to be predictive of 

turnover intentions; as hypothesized, employees reporting lower levels of PSS and POS 

reported higher levels of turnover intentions (Tuzun & Kalemci, 2011).  In this study, the 

relationship with turnover intentions was stronger for POS (r = -.48, p < .001, N = 304) 

than PSS (r = -.35, p < .001, N = 304), indicating that POS is more likely to reduce 

turnover intentions than PSS.  It is worth noting that the relationship between POS and 

PSS was moderate (r = .42, p < .001, N = 304), indicating some overlap between the two 

constructs.  

 POS and PSS have also been related together to work attitudes.  One study found 

both POS and PSS to be negatively related to emotional exhaustion, a dimension of 

burnout (Campbell et al., 2013).  POS was found to be a stronger predictor of burnout 
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than PSS, implying that POS might be a more direct way to reduce this outcome in 

employees.  

Regarding work-family conflict (WFC), one study posited that both increased 

PSS and POS would be related to how people successfully handle work-family conflict 

(Pan & Yeh, 2012).  This study found that POS (r = -.47, p < .001, N = 375) was one of 

the most important variables for predicting WFC, and that PSS (r = -.22, p < .001, N = 

375) was also significant, although not as strong a predictor as POS.  POS and PSS had a 

significant and strong relationship to one another (r = .57 p < .001, N = 375), indicating 

the possibility of redundancies between them in relation to WFC. 

Studies have also revealed that higher levels of POS and PSS are linked to 

increased feelings of employee well-being and job satisfaction (Chen, Powell, & 

Greenhaus, 2009; Kreiner, 2006; Lapalme, Tremblay, & Simard, 2009; Ng & Sorenson, 

2008; Pan & Yeh, 2012).  Given both POS and PSS are defined by whether the 

organization or supervisor displays concern regarding the employee’s well-being, studies 

have shown that higher levels of POS and PSS increase employees feelings of personal 

well-being.  In relation to job satisfaction, one study found both POS and PSS to be 

positively related with job satisfaction, indicating that increased POS and PSS are likely 

to lead to higher feelings of satisfaction with a job (Ng & Sorenson).  In this study, POS 

(r = .62, p < .001, N = 6,864) had a slightly stronger relationship to job satisfaction than 

PSS (r = .52, p < .001, N = 6,864), suggesting that organizations that care about the well-

being of their employees and value their contributions are just as likely to predict job 
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satisfaction as when supervisors provide this kind of support.  POS and PSS resulted in a 

fairly strong and significant relationship between the two (r = .58, p < .001, N = 6,864). 

The research on POS and PSS as both separate and combined predictors of work 

outcomes has provided much insight into the value of these constructs when managing 

employees.  Overall, POS has been found to be a stronger predictor than PSS of their 

associated outcomes.  Furthermore, POS and PSS generally have a moderate to strong 

correlation with each other, indicating that there may be redundancy between them in 

their relationships to other outcomes.   

In addition to the outcomes that POS and PSS have been related to in previous 

research, increasing employees’ involvement and positive attitudes towards their work is 

becoming one of the most desired outcomes in the workplace.  One specific construct, 

work engagement, encompasses this interest.  As stated earlier, work engagement has 

been linked to valued workplace outcomes such as job satisfaction, organizational 

commitment, intention to quit, organizational citizenship behaviors (OCBs), customer 

satisfaction, organizational success, and financial return on employees, (Dabke & Patole, 

2014; Saks, 2006; Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009).  

Understanding how POS and PSS might lead to work engagement is important for 

organizations that wish to reap the benefits of engaged workers.  The next section defines 

work engagement and describes studies using POS and PSS to predict work engagement. 

Work Engagement  

 One particular attitude that is considered a major topic of interest in organizations 

globally is work engagement.  The definition of work engagement has been 
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conceptualized into a multitude of approaches:  the Needs-Satisfying Approach as 

defined by Kahn (1990), the Satisfaction-Engagement Approach as defined by Harter, 

Schmidt and Hayes (2002), the Multidimensional Approach (Saks, 2006), and the 

Burnout-Antithesis Approach, which encompasses two schools of thought from Maslach 

and Leiter (1997) and Shaufeli, Salanova, Gonzalez-Roma, and Bakker (2002).   

Kahn (1990) defined engagement as the “harnessing of organization members’ 

selves to their work roles: in engagement, people employ and express themselves 

physically, cognitively, emotionally, and mentally during role performances” (p. 7).  This 

definition depicts the attachment of employees to work tasks, and the increased level of 

involvement when they are engaged in their work. 

Referencing satisfaction as a primary factor in defining engagement, Harter, 

Schmidt and Hayes (2002) stated, “The term employee engagement refers to an 

individual’s involvement and satisfaction with, as well as enthusiasm for work” (p. 269).  

This definition has been used in larger consulting firms such as Gallup as a means of 

identifying links between work engagement and business unit outcomes (Harter, Schmidt, 

& Hayes, 2002; Shaufeli, 2013).   

Conceptualized as multi-dimensional construct, Saks (2006) defined work 

engagement as “a distinct and unique construct consisting of cognitive, emotional, and 

behavioral components that are associated with individual role performance” (p. 7).  

These dimensions describe how work engagement involves how employees think, feel, 

and react to their work.   



 

 

12 

In reference to the Burnout-Antithesis Approach, Maslach and Leiter (1997) 

viewed engagement on a single continuum; with engagement on one end and burnout on 

the other (Shaufeli, 2013).  This type of approach uses a continuum on the basis of 

comparison, where a lack of work engagement leads to employees experiencing feelings 

of burnout in regards to their work. 

The second view of the Burnout-Antithesis Approach, which has been most 

widely used in research, “considers work engagement as a distinct concept that is 

negatively related to burnout” (Shaufeli, 2013, p. 6).  Within this approach, work 

engagement is defined as “a positive, fulfilling, work related stated of mind that is 

characterized by vigor, dedication, and absorption” (Shaufeli et al., 2002, p. 6).  Vigor 

involves energy, persistence, and resilience while working.  Dedication is a strong level 

of involvement in one’s work, along with feeling “a sense of significance, enthusiasm, 

inspiration, pride, and challenge” (Shaufeli et al., 2002, p. 6).  Finally, absorption 

involves how concentrated and engrossed an employee is in their work, feeling as though 

time is passing quickly and they have difficulty detaching themselves from their work 

(Shaufeli, 2013; Shaufeli et al., 2002).  Given the amount of research on Shaufeli’s 

(2013) definition, and that it encompasses multiple dimensions of work engagement that 

are clearly defined and distinctly measureable, this definition and its coordinating 

dimensions will henceforth be used to reference to work engagement.   

POS and PSS as Antecedents of Work Engagement 

Researchers have used both POS and PSS as predictors of work engagement 

(Dabke & Patole, 2014; Masterson, Lewis, Goldman, & Taylor, 2000; Rhoades & 
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Eisenberger, 2002; Rhoades, Eisenberger, & Armeli, 2001; Saks, 2006).  One study, 

consisting of 102 employees within a variety of organizations, concluded that those with 

higher POS and PSS were more likely to become engaged to their job (Saks, 2006).  The 

results of this study yielded positive and significant relationships between both POS and 

PSS with work engagement.  POS (r = .44, p < .001, N = 102) had a stronger correlation 

to work engagement than PSS (r = .25, p < .001, N = 102); furthermore, only POS 

contributed significant unique variance in predicting work engagement (Saks, 2006).  

These findings indicate that perhaps POS is a stronger contributor than PSS in increasing 

employee’s engagement at work.  It is worth noting that POS and PSS had a strong, 

significant relationship with one another (r = .61, p < .001, N = 102).   

Another study that used POS and PSS to predict work engagement included 130 

employees within the Information Technology and Enabled Services (ITES) sector, 

averaging 27 years old and consisting of 42.5% females (Dabke & Patole, 2014).  The 

results yielded positive and significant correlations between both POS and PSS and work 

engagement, with PSS (r = .64, p < .01, N = 130) having a slightly stronger relationship 

with work engagement than POS (r = .51, p < .01, N = 130).  This implies that while 

increased POS and PSS may lead to predicting higher levels of work engagement, 

perhaps PSS may somewhat be a more important factor.  Within a regression analysis, 

both POS and PSS contributed to significant amounts of variance in predicting work 

engagement, with PSS contributing a greater percentage of variance than POS, which 

again indicates that PSS may play a more important role in predicting work engagement 

than POS.      



 

 

14 

The research involving POS and PSS as predictors of work engagement provides 

detailed information regarding the extent to which POS and PSS lead to work 

engagement.  These studies have increased knowledge on what companies can expect to 

receive from their employees as a result of increasing support on the organizational level 

and managerial level.  Additionally, the results regarding POS and PSS in relationship to 

work engagement are mixed, in that the stronger relationship to work engagement has 

differed between POS and PSS.  These results make it unclear as to which support, POS 

or PSS, is more predictive of work engagement.   

Despite the extensive research involving POS and PSS, the consistent findings 

that they are correlated to one another draws attention to the possible redundancy 

between the two constructs.  This relationship raises the issue of overlap between POS 

and PSS, and the question of whether or not they can truly be considered separate 

constructs, as well as whether the methods of their measurement plays a role in creating 

this overlap.  The importance of distinguishing between POS and PSS is to clarify 

whether employees differentiate between their feelings of the organization and their 

supervisor, or if their perceptions of one lead to the other.  The next sections summarize 

the conceptual relationship between POS and PSS, issues regarding their measurement, 

and the current study’s proposal.   

The Hypothesized Relationship Between POS and PSS 

The hypothesized relationship between POS and PSS is matter of debate.  Some 

researchers have claimed that they are similar constructs, whereas others indicate that 

they are separate.  Those claiming that POS and PSS are similar constructs state that POS 
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is comprised of PSS, and that a higher level of PSS will lead to an increase in POS 

(Levinson, 1965; Shanock & Eisenberger, 2006).  The premise behind this belief is that a 

supervisor is a representative of the organization, therefore, when employees have greater 

PSS, they are also more likely to perceive higher organizational support.  This is a 

feasible view, given that supervisors are an element of the organization and its 

environment, and that they are partially representative of the organization.   

However, others argue that POS and PSS are two separate constructs (Eisenberger 

et al., 2002; Hutchison, 1997; Kottke & Sharafinski, 1988).  This is based on the belief 

that employees develop opinions about the organization as a whole, as well as their 

supervisor, and it has been suggested that despite employees viewing supervisors as 

representatives of the organization, they are also able to develop individual relationships 

with supervisors that they separate from their experience with the organization.  In this 

sense, it can be said that although employees may attach the relationships they have with 

their managers (PSS) to their overall perceptions of the company (POS), they can also 

distinguish the two relationships without overlapping.  

The consistent finding that POS and PSS are correlated to one another adds to the 

argument that they are not distinct constructs.  Given the body of research stating these 

two constructs as separate, perhaps it is a matter of their measurement that leads to this 

identified overlap.  The next section will review the current measurements of POS and 

PSS, and the possible concerns involved.   
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The Measurement of POS and PSS 

The measurement of POS and PSS has contributed to the confusion of 

differentiating between the two constructs.  The majority of research on POS and PSS has 

used the Survey for Perceived Organizational Support (SPOS) to measure POS and its 

modified version, the Survey of Perceived Supervisor support (SPSS) to measure PSS 

(DeConinck & Johnson, 2009; Eisenberger et al., 2002; Lapalme et al., 2009; Pazy & 

Ganzach, 2006; Shanock & Eisenberger, 2006).  Perhaps this method of measurement 

does not capture those unique qualities that separate these constructs, and instead, lead to 

the consistent correlations between them.   

The Survey for Perceived Organizational Support (SPOS) consists of 36 items 

that are typically responded to on a 1-5 or 1-7 Likert-type agreement scale.  The SPOS 

was developed as a measurement of perceived employer commitment, due to the belief 

that POS is an antecedent of organizational commitment (Eisenberger et al, 1986).  This 

survey uses a social exchange view to explain the relationship between these two types of 

commitment, and suggests that the perception of commitment from the organization will 

contribute to the employee’s commitment to the organization (Shore & Tetrick, 1991).  

The difference between measures of organizational commitment and the SPOS is that a 

measure of organizational commitment focuses on employees’ attitudes towards the 

organization, whereas the SPOS emphasizes the employees’ perceptions of the 

organization’s attitude towards them (Shore & Tetrick, 1991).   

The Survey of Perceived Supervisor support (SPSS) consists of 16 items on a 1-7 

Likert agreement scale.  The SPSS was adapted from the SPOS to measure PSS by 
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replacing the term “organization” with “supervisor.”  Given that the definitions of POS 

and PSS are practically identical in nature, their measurements have been adapted to 

accommodate these similarities.  An example of how the items have been adapted from 

the SPOS to measure PSS includes the original statement, “My organization really cares 

about my well-being,” that was changed to “My supervisor really cares about my well-

being.”  The logic behind this adaptation is that the defining factors of POS and PSS are 

fundamentally the same, with the difference being the source of support (i.e., at the 

organization or supervisor level).   

Measuring PSS by substituting the term “organization” with “supervisor” raises 

questions as to whether or not the SPOS and SPSS are able to fully differentiate between 

the two constructs.  The consistent findings that POS and PSS are significantly correlated 

to one another might be a reflection of their measurement, and the inability of the SPOS 

and SPSS to capture the unique qualities of each construct.  Research has been conducted 

to test the construct validities of the SPOS and SPSS scales that indicate their ability to 

measure POS and PSS separately (Hutchison, 1997a; Kottke & Sharafinski, 1998); 

however, the scarcity of this research and the lack of studies that duplicate these findings 

are problematic to the proceeding literature that assumes that they are indeed valid.   

The Current Study 

To the extent that there has been little research involving the construct validities 

of the SPOS and SPSS, it is possible that the multiple studies that resulted in high 

correlations between POS and PSS may be due to the scales’ inability to identify unique 

characteristics that distinguish these relationships.  Given that the SPOS and SPSS are 
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identical in nature (with the exception of replacing “organization” with “supervisor”), 

perhaps these scales are not appropriately differentiating between these two constructs.  

Therefore, the proposed solution in the current study is to measure POS and PSS using 

two instruments that are completely distinct from each other in their wording of items, in 

order to clearly differentiate between them and to better identify any unique factors that 

contribute to their relationships with other variables.   

The purpose of this study was to understand the relationships between POS, PSS, 

and work engagement, as well as aiming to improve the current methods of measurement 

of both POS and PSS.  Specifically, this study tested whether the proposed exploratory 

measurements would be able to differentiate between POS and PSS and identify unique 

characteristics that separate these relationships.  Additionally, this study tested the 

amount of variance uniquely accounted for by POS and PSS in predicting work 

engagement, in order to understand their impact in predicting this outcome.  The results 

sought to add to the current literature by identifying improved methods of measurement 

for these constructs, as well as provide an understanding of those factors that lead to work 

engagement. 
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Method 
 

Participants 

 The sample consisted of employees at a healthcare company in Southern 

California.  Data were collected in 2015 at the organization using a company-wide 

engagement survey.  All employees 20 years and older who had been with the company 

for a minimum of 90 days were invited to take the engagement survey. In total, there 

were 382 respondents across 16 departments, with a response rate of 76.6%.  The sample 

consisted of 56.0% women and 44.0% men.  About 30% of the respondents were in the 

age range of 40-49, followed by 26.7% between 30-39, 23.3% between 50-59 years, 

12.8% between 20-29 years, and 7% 60 years and older.  The majority of participants 

were not Hispanic or Latino (86.1%), followed by Hispanic or Latino (9.6%).  Tenure of 

employees was categorized as follows: less than one year (19.4%), 1-2 years (16%), 2-5 

years (23.8%), 5-10 years (20.2%), and over 10 years (20.7%).  Overall, the sample was 

generally made up of both men and women, aged 30-49 years old, who were not Hispanic 

or Latino, and had worked at the company for 2-10 years on average (see Table 1).  
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Measures 

Factor analyses.  A principal component analysis was conducted on 25 items to 

assess whether the proposed measures of POS and PSS were successful in identifying the 

unique characteristics of each scale that would justify them as separate constructs (see 

Table 2).  The principal component analysis extracted a smaller number of factors based 

on the eigenvalues that were greater than 1.  In order to have large correlations with a 

smaller number of factors, and to make large loadings larger and small loadings smaller 

within each factor, rotation made them easier to interpret.  The principal component  
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analysis (PCA) was preferred over factor analysis due to it using orthogonal 

transformation to convert the set of observations into a set of linearly uncorrelated 

variables into components.  A PCA was also more appropriate than a factor analysis 

given the exploratory nature of the POS and PSS scale development.  A Varimax 

(orthogonal) method of rotation was utilized due to the items in each subscale having 

been theoretically uncorrelated to one another.  All POS and PSS Likert scale items were 

conducted on data gathered from 382 participants.  

 Kaiser-Meyer-Olkin and Bartlett tests were run as preliminary analyses to test the 

assumptions that variables were related to each other.  These tests determined whether the 

variables were sufficiently correlated with each other, in order to justify the factor 

analysis.  Bartlett’s test of sphericity was significant, χ2(300) = 5562.81, p < .001.  An 

examination of the Kaiser-Meyer-Olkin measure of sampling adequacy suggested that the 

sample was factorable (KMO = .96).  The results of these tests suggest that the factor 

analysis was justified.  The principal component analysis yielded two components with 

eigenvalues greater than 1, explaining a total of 59.95% of the variance in the POS and 

PSS items.  The criterion for inclusion on component loadings was for the correlations to 

be  ≥ .40 between items and components.   

 Fourteen items loaded onto Component 1, which were generally related to 

employee perceptions of supervisor support.  Component 1 included items with high 

factor loadings such as “My manager fosters genuine and trusting relationships on the 

team” (.87), “My manager supports my overall success and achievement” (.87), and “My 
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manager supports my professional growth and development” (.85).  This component was 

labeled ‘Perceived Supervisor Support.’  Component 1 accounted for 52.24% of the  

variance within the POS and PSS scales, and was the highest percentage of variance 

accounted for across the two factors.  

 Eleven items loaded onto Component 2, which were related to employee 

perceptions of organizational support.  Component 2 included items with high factor 

loadings such as “This company provides fair compensation and benefits in return for my 

contribution to the company” (.74), “This company provides me with tools I need to help 

me grow and navigate my career” (.69), and “This company has a culture that allows me 

to develop my professional skills” (.68).  Component 2 was labeled ‘Perceived 

Organizational Support’.  Component 2 accounted for 7.71% of the variance within the 

POS and PSS scales.    

 Item 18 (part of the POS scale), measuring whether employees felt valued and 

rewarded when performing “above and beyond” their stated duties, loaded onto both 

Component 1 and 2 equally (.55, .56, respectively).  It is possible this item loaded onto 

both components, given that two items in the PSS scale, “My manager rewards me in a 

manner that makes me feel valued”, and My manager recognizes me when I perform 

well”, and were similar in nature.  Item 30 (part of the PSS scale), measuring whether the 

type of work done leverages employees’ professional strengths, loaded onto both 

components somewhat equally (.47, .44, respectively).  This item may have loaded onto 

both components due to the similarity with PSS items “My manager supports my overall 


