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Job Satisfaction and Organizational Commitment in
Relation to Work Performance and Turnover Intentions

Lynn McFarlane Shore!
Georgia State University

Harry J. Martin
Cleveland State University

The differential associations that job satisfaction and organizational com-
mitment have with job performance and turnover intentions were studied
in a sample of bank tellers and hospital professionals. Results showed that
organizational commitment was more strongly related than job satisfaction
with turnover intentions for the tellers, but not for the professionals. Job
satisfaction was related more strongly than organizational commitment with
supervisory ratings of performance for both samples. The findings suggest
that specific job attitudes are more closely associated with task-related out-
comes such as performance ratings, whereas global organizational attitudes
are more closely associated with organization-related outcomes like turnover
intentions.

INTRODUCTION

A great deal of research has been conducted that attempts to link em-
ployee attitudes with work outcomes. Early research tended to focus on job
satisfaction as the key attitude related to employee behaviors such as job
performance and turnover (Locke, 1976). More recent research has inves-
tigated organizational commitment as an important attitudinal predictor of
employee behavior and intentions (Mowday, Porter, & Steers, 1982). The
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State University, University Plaza, Atlanta, Georgia 30303.
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purpose of this study is to examine the differential relationship of job satis-
faction and organizational commitment to two important variables: turnover
intentions and job performance.

The theoretical framework utilized in this study originated from research
that suggests attitudes toward the job and organization may be related to
different work outcomes. Porter, Steers, Mowday and Boulian (1974) pro-
posed that general attitudes toward the organization may have a greater im-
pact on the decision to remain with the organization than more specific
attitudes toward the job. Wiener and Vardi (1980) suggested that organiza-
tional attitudes should be more strongly associated with organization-oriented
outcomes, such as turnover intentions, while the most likely behavior to be
affected by job attitudes would be task-oriented outcomes, such as work ef-
fort or performance. In addition, Jackofsky and Peters (1983) suggested that
job turnover should have a strong relationship with job satisfaction whereas
organizational turnover should be more highly related to organizational com-
mitment. Their reasoning was also based on the notion that job attitudes
should be linked with job outcomes and that organizational attitudes should
be linked with organizational outcomes.

Turnover Intentions

Many studies have reported a significant association between organiza-
tional commitment and turnover intentions (Ferris & Aranya, 1983; Hom,
Katerberg, & Hulin, 1979; Mowday, Steers, & Porter, 1979; O’Reilly & Cald-
well, 1980; Steers, 1977; Stumpf & Hartman, 1984; Wiener & Vardi, 1980).
Other research has established a relationship between job satisfaction and
turnover intentions. Overall job satisfaction appears to be associated with
turnover intentions (Angle & Perry, 1981; Bedeian & Armenakis, 1981).
Studies of facet satisfaction also have reported significant correlations be-
tween turnover intentions and satisfaction with the work itself (Hom et al.,
1979; Kraut, 1975; Waters, Roach, & Waters, 1976) and pay and promotion
(Hom et al., 1979; Waters et al., 1976).

Research has also compared the independent and joint effects of job
satisfaction and organizational commitment on turnover intentions. For ex-
ample, Peters, Bhagat, and O’Connor (1981) found that organizational com-
mitment had a stronger relationship with turnover intentions than job
satisfaction, though satisfaction did make an independent contribution to
the prediction of turnover intentions. Arnold and Feldman (1982) also found
that both work attitudes correlated significantly with turnover intentions,
though organizational commitment showed the stronger relationship. Hom
et al. (1979) compared organizational commitment with facet satisfaction
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and reported that organizational commitment was a better predictor of in-
tentions to re-enlist in the National Guard. Although both of these studies
shed light on the differential ability of job satisfaction and organizational
commitment to predict turnover intentions and turnover, the present study
contributes to the literature by expanding on their ideas in two ways. First,
it includes a second outcome variable, job performance, that allows for com-
parison of the differential effects of the two work attitudes. Second, it pro-
vides a test of a model that proposes that job and organizational attitudes
are distinct constructs that yield differential relationships to the same out-
come variables.

It appears that both satisfaction and commitment are related to tur-
nover intentions. However, these studies also show that organizational com-
mitment is associated more strongly than job satisfaction with turnover
intentions. An additional issue when researching turnover intentions is the
utility of such a concept. Steel and Ovalle’s (1984) meta-analysis suggests that
turnover intentions and turnover are related and that turnover intentions are
better than affective variables, such as job satisfaction and organizational
commitment, in predicting turnover. This suggests that turnover intentions
is a valuable concept as it is linked with actual turnover behavior. Another
benefit of using turnover intentions to test the notion that job and organiza-
tional attitudes lead to different outcome is that this intentions is under more
individual control than turnover. Turnover is much more difficult to predict
than intentions since there are many external factors that affect turnover be-
havior (Bluedorn, 1982; Price & Mueller, 1981).

Job Performance

Research also has been conducted that investigates the relationship that
job performance has with job satisfaction and organizational commitment.
While some literature suggests job satisfaction and job performance are relat-
ed (Petty, McGee, & Cavender, 1984), other analyses of the job satisfaction
literature have concluded that satisfaction shows a negligible relationship with
job performance (Iaffaldano & Muchinsky, 1985; Locke, 1976). There is
much less research on the relationship between organizational commitment
and job performance. Both Steers (1977) and Wiener and Vardi (1980) con-
cluded that organizational commitment was not clearly related to job per-
formance.

No studies were found that simultaneously examined that joint effects
of job satisfaction and organizational commitment on job performance. A
study by Lee and Mowday (1987) presented correlations between job per-
formance and both job satisfaction (r = .11, p < .05) and organizational
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commitment (r = .09, p < .05), and showed very similar relationships.
However, they did not compare variance accounted for by each work atti-
tude on job performance. Therefore, an empirical research base for deter-
mining which work attitude is a better predictor of job performance does
not appear to exist. However, the theoretical framework provided by Porter
et al. (1974) and Wiener and Vardi (1980) on the connection between the
focus of work attitudes (job vs. organizational attitudes) and work outcomes
suggests that job satisfaction would be a better predictor than organization-
al commitment of job performance. '

The present study focused on a number of issues that contribute to the
literature. The first purpose was to provide additional evidence establishing
job satisfaction and organizational commitment as distinct work-related at-
titudes. That is, if these two work attitudes are distinct, they should relate
to different work outcomes. This is important, especially given the concern
expressed in the literature that these attitudes are often treated as different
without sufficient evidence of this distinctiveness (Gechman & Wiener, 1975;
Morrow, 1983; Scholl, 1981). A second purpose was to provide information
on the value of the theoretical perspective presented by Porter et al. (1974)
and Wiener and Vardi (1980). A third contribution of the study was to pro-
vide additional insight into the relationship between both work attitudes and
job performance, since the research in this area is inconclusive. An addi-
tional objective of this study was to conduct an exploratory analysis of the
differences between professional and non-professional employees. Two sam-
ples were utilized to evaluate the relationships between the work attitudes
and work outcomes. These samples were chosen partially to test the gener-
alizability of the results across different groups, but also to evaluate poten-
tial differences among the two samples, with professionalism as the variable
of interest. Given the research and theory reviewed, two hypotheses were
formulated.

Hypothesis 1. Organizational commitment will be more highly related
than job satisfaction with turnover intentions.

Hypothesis 2. Job satisfaction will be more highly related than organiza-
tional commitment with job performance.

METHOD

Subjects and Procedure

A self-report mail questionnaire was completed by two samples. The
first sample (professional) consisted of 94 professional staff in 15 depart-
ments of a large midwestern hospital. A total of 72 usable questionnaires
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were returned (77% response rate). The second sample (clerical) consisted
of 85 tellers in 11 branches of a large midwestern bank. In this sample, 71
usable questionnaires were returned (83% response rate). In addition, in-
dividual performance ratings were obtained from unit heads and paired with
subordinate responses using a prearranged coding system. These data were
available for 68 of the 72 respondents in the professional sample and 69 of
the 71 respondents in the clerical sample. In the professional sample, 15 su-
pervisors rated an average of six subordinates (ranging from 3-11). In the
clerical sample, 11 supervisors rated an average age of seven subordinates
(ranging from 4-10).

The professional sample included 18 men (25%) and 54 women (75%)
with an average age of 35.5 years. All respondents were in their present po-
sition for at least 6 months with an average tenure of 4.3 years. The majori-
ty of respondents in this sample held an advanced degree (67%) with the
remainder holding a bachelor’s degree (18%) or having taken some college
courses (15%). The clerical sample included one man (1%) and 70 women
(99%) with an average age of 36.7 years. Respondents were in their present po-
sition for at least 4 months with an average tenure of 3.4 years. Eighty per-
cent of respondents in this sample held a high school diploma with 17%
having taken some college courses and 3% holding a college degree.

The questionnaire was distributed by the respondents’ immediate su-
pervisor and included a cover letter explaining the nature of the study and
the fact that participation was voluntary. Respondents completed the sur-
vey at work but without the supervisor present and mailed it directly to the
researchers.

Instruments

Job Satisfaction. This was assessed using a single item developed by
Van de Ven and Ferry (1980) that assessed satisfaction with the respondents’
present position on a 5-point scale. While the internal consistency reliability
of a single-item measure cannot be evaluated, research suggests such items
are stable and reproducible and may reflect job satisfaction more accurately
than many facet measures (Scarpello & Campbell, 1983).

Organizational Commitment. This was measured using the Organiza-
tional Commitment Questionnaire (OCQ; Mowday et al., 1979). Internal con-
sistency reliabilities (Cronbach’s alpha) were .91 and .89 for the professional
and clerical samples, respectively. It has been argued that the OCQ partially
measures intentions to stay, thereby, confounding the analysis (Angle & Perry,
1981). To evaluate this possibility, a ten-item version of this scale was creat-
ed that eliminated items addressing current or future expectations regarding
continued employment with the organization (items 4, 7, 10, 12, and 14).
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The original and shortened version were found to correlate .97 and .96 for
the two samples. In addition, there were no significant differences between
the two scales in their relationship with intentions to stay. Therefore, the
original OCQ was used for all analyses in this study.

Intent to Stay. This was measured using four items adapted from Hunt,
Osborn, and Martin (1981) and assessed the employee’s intent to leave the
organization (sample alphas were .78 and .74). The items did not make refer-
ence to intent to change profession or the type of work performed (scale items
for this measure are reproduced in the Appendix).

Job Performance. This was measured using supervisory ratings. Unit
heads in both samples provided ratings for each of their subordinates on four
scales: dependability, planning, know-how, and cooperation with others (scale
items for this measure are reproduced in the Appendix). Each dimension was
evaluated on a 7-point scale and ratings were combined to form a single in-
dex (sample alphas were .93 and .92). Even though the samples were very
diverse in nature, discussions with managers in each organization indicated
that the rated dimensions were important to successful completion of the
employee’s duties.

Over and Short Records. These were used as an additional measure of
performance for the sample of bank tellers. Over and short cash records were
available for 52 of the respondents in this sample. The statistic provided by
the bank was the total amount over or under for each teller for the 12 months
immediately preceding the study. The absolute dollar value of this index was
used with value near zero reflecting desirable performance and higher values
reflecting increasingly undesirable performance, i.e., greater inaccuracy.

RESULTS AND DISCUSSION

The hypotheses were evaluated by comparing (1) the relative correla-
tions of job satisfaction and organizational commitment with the two out-
come measures, and (2) the relative contribution of each predictor to the
explained variance of each outcome measure using multiple regression. The
significance of differences in correlations was assessed using Hotelling’s ¢
test as modified by Steiger (1980). Table I contains descriptive statistics and
correlations for both samples. The results of the regression analysis are con-
tained in Table II.

The results provided partial support for the first hypothesis. Organiza-
tional commitment had a significantly higher correlation (» = .76) than job
satisfaction (r = .60) with intention to stay for the clerical sample (#(68) =
—2.15; p < .025; one-tailed probabilities are reported for this and follow-
ing tests). Although in the expected direction, this difference was not sig-



631

Job Satisfaction and Commitment

*a1dures [euoissajold ay3 10j aIe [RUOUSRIP Yl MO[2q SIUAIDIJJA0D J[Iym d[dwes [BdLI3[O Y1 I0J aIe [RUOSRIP 3] A0QR SIUIDIFJ0D),
"saniqeqoud pafrel-auo o0 > d;

69 = u ‘sjdwres [edLI3[d 3yl 10] 89

I

‘IL = u ‘adwres [edLd[d 3yl 10] gL =

'§T0° > d,

50" > d,

8 = u,

u ‘sdwres [euorssajoid ay1 104,
u ‘srdures reuoissajord ay3y 10,

- o - S0O° 0r° 9¢€'sT  0O'vL 67°ST 869 9 JudUNIWod JeuoneziuediQ, ‘S
9§ - - 9T 9T L6°0 vt 88°0 8'¢ I uonoejsnes qof, v
pLT — - - - - 0e'vpeT  T'SIT - - - uonoeysues 13AQ0, 't
€0’ Az4 17— - 20— €6'V P81 8Ty [ 44 S s3unes L1osiaradng, 7
oL 09° - 10— - SI'E (44! st Ltl 14 Ke1s 0y juaup, 1

S 14 € 4 1 as nw as W Swal S[qellep

SUONB[P1I0D s[dures [eOLI3]D s[dwes J0 JsquinN
TeuoIssajoIg

sa[dwieg OM], UI S2INSB3JA] SWONNQ PuR I0IIPald 10) SUOIIB[ALIO) PUE ‘SUOIIBIAI(] PIepuBlS ‘SUBIA ‘I 3qEL



‘pafte1-auo {00 > dy

10" > d;

'$20° > d,

$0" > d,

TS = u,

69 = u ‘sjdwes [BILA]O 3yl 10§ ‘89 = u ‘s[dures [euolssajold Yy} 104,

‘1L = u ‘ordwres [eoudpd ayl 10§ ‘gL = wu ‘sjdures [euorssajord ay1 104,

#90° 00" 80 - - - SP10d3I 1I0YS pue IAQ

10° 290 L0 10° 2L0’ 80° gS3uner Arosiadng

59T 250" £9° 00 10° LT »A®1S 01 1uANU]

JV ‘uornoejsnes YV ‘Judunimuwod :E&. YV ‘uonoejsies 2V ‘luaunuwod L 2INSBIW 2WONINQ
qof UdAIS JusWIIUWIo)) UaAI8 uomnoejsnes qof qof udAIS JUdUIWWIO)  UIAIS uonodejsnes qof

spdwes [edLI3[D

srdwes [euolssajold

sajdureg Om L Ul SIINSBAJN SWOINQO UO

JUSWITWWO)) [euUonezIuedI() pue UOIORISHES qOf JO SISA[BUY UOISSaIZay “II Aqel



Job Satisfaction and Commitment 633

nificant for the sample of hospital professionals (.40 vs. .26; #(69) = —1.18;
p > .1). However, the regression analyses showed that, when compared to
job satisfaction, organizational commitment accounted for a greater propor-
tion of unique variance in intentions to stay for both samples.

The second hypothesis was supported in both samples. Job satisfac-
tion was related more strongly than organizational commitment with super-
visory ratings of performance in both the professional (.26 vs. .05; #(65) =
1.68; p < .05) and clerical samples (.24 vs. .03; #(66) = 1.96; p < .05). This
finding was also supported by the regression analyses where job satisfaction
accounted for more unique variance in performance ratings than organiza-
tional commitment.

These results provide support for Porter et al.’s (1974) and Wiener and
Vardi’s (1980) contention that global attitudes toward the organization (like
organizational commitment) are associated more closely with organization-
oriented outcomes and that more specific attitudes (like job satisfaction) are
more closely associated with task-oriented outcomes.

While the results support the second hypothesis using supervisory rat-
ings as the measure of job performance, an interesting difference emerged
for over and short records in the bank teller sample. Here, commitment rather
than satisfaction was more closely related to performance. Greater levels of
organizational commitment were associated with a decrease in the absolute
difference in over and short records; that is, better performance was shown
by employees with higher commitment. While the difference in correlations
was not statistically significant (—.27 vs. —.11; #(49) = —1.22; p > .1),
regression analyses showed that more variance in over and short records was
accounted for by organizational commitment than by job satisfaction.

Although this result may seem to contradict the hypothesis, it may be
that over and short records represent a very different type of performance
measure than supervisory ratings. That is, over and short records were for
a 12-month period and, hence, long term in nature. In contrast, supervisors
in both samples were asked to rate employees’ present job performance. These
two performance measures may well be tapping different aspects of an em-
ployee’s performance (short term vs. long term). In support of this view,
Mowday et al. (1979) suggested that job satisfaction is a more transitory and
changeable attitude than organizational commitment. Thus, we might ex-
pect a measure like over and short records, which represents long-term per-
formance, to be more closely related to global attitudes toward the
organization, like organizational commitment, whereas job satisfaction which
is more transitory in nature may have a stronger influence on present per-
formance levels.

It was also noted that, while the pattern of correlations was quite simi-
lar between samples, in the clerical sample, intent to stay had a significantly
higher correlation with both job satisfaction (z = 2.53; p < .012) and or-
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ganizational commitment (z = 3.39; p < .008). These findings suggest that
work attitudes among professionals may be much less predictive of inten-
tions to remain in the organization than among non-professionals such as
bank tellers. Perhaps professionals remain with organizations for different
reasons than non-professionals. It may be that professionals’ primary com-
mitment is to the occupation rather than to the organization. Gouldner’s
(1957) research on locals and cosmopolitans suggests a theoretical frame-
work for understanding these differences. He defined cosmopolitans as “those
low on loyalty to the employing organization, high on commitment to special-
ized role skills, and likely to use an outer reference group orientation” while
he viewed locals as “those high on loyalty to the employing organization,
low on commitment to specialized role skills, and likely to use an inner refer-
ence group orientation” (p. 290). Furthermore, Gouldner proposed that ex-
perts (or professionals) are less likely to be locals because of the skills acquired
through extensive training. Consistent with this perspective, Stahl, Manley,
and McNichols (1978) found that those with greater education were more
likely to be cosmopolitans. Therefore, professionals may be viewing a given
job as a stepping stone to a better job since their primary commitment is
to their profession, whereas the non-professional may be looking for a good
job in an organization that provides some measure of job security. Future
research should compare professionals and non-professionals with turnover
as the dependent variable of interest. It may be that stated intentions are
quite different than actual behavior for professionals and non-professionals.

The present study contributes additional information on the differences
and similarities of job satisfaction and organizational commitment. Although
highly related in both samples, the evidence suggests that job satisfaction
and organizational commitment relate differently to the same outcome vari-
ables. This pattern is similar to many other studies (Hom et al., 1979; Peters
et al., 1981), and suggest that job satisfaction and organizational commit-
ment may not be completely distinct attitudes, but possess some uniqueness
given the ability of these attitudes to account for distinct variance in the same
work outcomes.

Another contribution of the present study was in the area of job per-
formance. No prior research was found that investigated the differential af-
fects of both job satisfaction and organizational commitment on job
performance measures. The present results suggest that job satisfaction has
a much stronger relationship than organizational commitment with shorter-
term measures of performance, such as supervisory ratings. However, com-
mitment may be more strongly associated with other types of performance
measures, particularly long-term measures of performance. This study points
to the importance of looking at multiple measures of performance, since
different types of measures may be related to differen types of attitudes. For
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example, satisfied employees may be more pleasant people with whom to
work, so that supervisors give these employees more favorable evaluations.
In contrast, committed employees may show better performance when ob-
jective measures of performance are taken, such as over and short records.

Interpretation of these results must be done with two limitations in mind.
First, the study was cross-sectional making it difficult to determine the causal
relationships between satisfaction, commitment, and the work outcomes.
Longitudinal research should be conducted to answer some very important
questions regarding causal relationships among the variables in this study.
The second potential limitation was the use of turnover intentions rather than
actual turnover. Although turnover information is important, the study of
turnover intentions is valuable in and of itself. That is, it is important to
understand why people intend to leave organizations, since intentions seem
to be related to later behavior. In addition, intentions can be considered work
attitudes, which like satisfaction and commitment, are valuable constructs
to study.

The fact that the pattern of results was similar in two widely different
organizational settings suggests that the process that links satisfaction and
commitment to employee outcomes may be a fundamental process. While
the degree of association between intent to stay and satisfaction and com-
mitment may vary according to the degree of professionalism, the present
study suggests that job attitudes are more closely associated with task-related
outcomes whereas organizational attitudes are associated more closely with
organization-related outcomes. Additional research is also needed to clarify
the role of career commitment in this process and to more firmly establish
how attitudes are related to long- and short-term measures of employee per-
formance.
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APPENDIX. ITEMS CONTAINED IN MEASURES OF INTENT TO
STAY AND JOB PERFORMANCE

Intent to stay:

1. Which of the following statements most clearly reflects your feelings about your future
with this organization in the next year? (1 = I definitely will not leave, 2 = 1 probably
will not leave, 3 = I am uncertain, 4 = I probably will leave, and 5 = I definitely will
leave, reverse scored).

2. How do you feel about leaving this organization? (1 = I am presently looking and plan-
ning to leave, 2 = I am seriously considering leaving in the near future, 3 = I have no
feelings about this one way or the other, 4 = As far as I can see ahead, I intend to stay
with this organization, and S = It is very unlikely that I would ever consider leaving this
organization).

3. If you were completely free to choose, would you prefer or not prefer to continue working
for this organization? (1 = Prefer very much to continue working for this organization,
2 = Prefer to work here, 3 = Don’t care either way, 4 = Prefer not to work here, and
5 = Prefer very much not to continue working for this organization, reverse scored).

4. How important is it to you personally that you spend your career in this organization rather
than some other organization? (1 = It is of no importance at all, 2 = | have mixed feelings
about its importance, 3 = It is of some importance, 4 = It is fairly important, and 5 =
It is very important for me to spend my career in this organization).

Job performance

1. Dependability. Maintains high standards of work and performs all needed work. (1 = Cuts
corners, must be watched closely to make sure the work is done properly, 4 = Can be counted
on to perform assigned jobs without being watched, and 7 = Not only can be counted
on to perform assign jobs without being watched but performs other jobs that should be
done without having to be told.

2. Planning. Makes good use of time and resources. (1 = Even on daily routine work does
not select the most important job to do first and makes poor use of time and resources
in getting the job done, 4 = Usually can select the most important job to do first and makes
adequate use of time and resources to get the job done, and 7 = Even when overloaded
with work can select the most important job to do first and makes the best use of time
and resources to get the job done).
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3. Know-how and judgment. Needed to do the job correctly. (1 = Work shows he/she does
not have the necessary know-how and judgment needed to do the basic job properly, 4
= Work shows he/she has the know-how and judgment needed to do the basic job proper-
ly, and 7 = Work shows he/she has the know-how and judgment needed not only to do
the basic job, but to foresee and handle unusual job problems as well.

4. Cooperation. Exchanges information which co-workers to facilitate individual member and
group performance. (1 = Interacts to a minimal degree with others even though such ex-
changes are vital to performance, 4 = Interacts in an adequate fashion with others when
information exchange is necessary, and 7 = Actively seeks interaction with others beyond
requirements to solve problems and facilitate performance).



